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AM EVALUATION OP MERIT RATING AS A FACTOR IN THE 



PROMOTION OF NAVAL OFFICERS TO THE TOP MANAGEMENT LEVEL 

CHAPTER I 
INTRODUCTION 



GENERAL 

The subject of promotion of executives to top level 
responsibilities has been chosen because not too much In- 
formation Is available on what appears to be an extremely 
Important matter. If promotion of Inadequate executives 
Is taking place, Industrial as well as naval, society Is 
not getting the service to which It is entitled. Usually, 
the general public does not become cognizant of this fact 
until a poor decision results In an unsatisfactory product, 
unfavorable publicity, disaster for a segment of society, 
or other misfortune. 

Whether or not a decision was based on sound thinking 
processes may have little or no effect on public reaction, 
if the ultimate result Is bad. In this case, a qualified 
executive will. In all probability, have to be replaced be- 
cause of adverse public opinion. In Industry, this takes 
the fora of refusal by the public to buy the product or ac- 
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cept the service offered. In the Armed Services, the re- 
action Is apt to be more Immediate and direct. In either 
case a fully qualified replacement must be available. 

The chances of an unqualified executive reaching a 
position of top level responsibility will be greatly re- 
duced, and the chances of having a qualified relief for the 
present executive will be greatly Increased;, If the best 
possible system of selection for promotion Is in effect. 

All executives have to be replaced sometime, whether their 
going Is voluntary or involuntary, so that it Is common 
sense to be prepared for the Inevitable. The beat possible 
system of selection for promotion today is a partial answer, 
but not the final one. Any such system must be kept In 
continuous overhaul . 

As Miiller-Thym and Salveson have pointed out,^ promo- 
tion Is not the sole objective of individual success. Men 
do hAve a limit to their capacities. To attempt to operate 
beyond that point is similar to the pilot who flies above 
his ceiling without oxygen. The higher he goes the less 
effective he becomes. "Growth, as well as promotion is 
the goal, and It should be made clear that a man and his 

^ Bernard J, Muller-Thym and Melvin E. Salveson. 
"Developing Executives for Business Leadership," Personnel , 
AMA, Vol. 25, No, January 1949, P. 252, 
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Job can grow considerably without necessitating an actual 
Job change,”^ This Is \indoubtedly true, yet the goal of 
proBotlon Is so far beyond the goal of growth as to be al- 
most entered In a dlffearent race, Rexford Hersey^ states 
as his belief that there are few Individuals who cannot be 
Improved from an efficiency standpoint. If the Improvement 
is undertaken gradually. The fact that men with plenty of 
capacity remaining untapped can, nevertheless, be pushed 
too fast Is not to be mistaken for lack of capacity in the 
same sense. Men In this latter case are still working on 
the upward slope of learning ability; whereas men in the 
first Instance are mentally at, or near, their upper limit 
for absorbing new ideas, but still are capable of doing 
with more efficiency those things already learned. It is 
doubtful whether the executive In the Navy or In industry, 
who Is being considered for promotion to the top level, 
should be selected for that promotion if he Is In the cate- 
gory where his ability limit has been reached but his effi- 
ciency can be Improved gradually. The problem at that 
point Is to keep morale high and obtain the benefit of all 

^ Muller-Thym and Salveson, o£, clt ,, p, 252 , 

^ Rexford Kersey, "Individualized Executive Selec- 
tion, Training, and Follow-Up," Personnel Series Ho, 89 , 
AMA, 1945. P, 6 . 
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the ability the executive posaessec by utilizing his full 
capacity at a worthwhile Job.l 

Primarily, the problem la to select for promotion the 
best of a group of executives, each of whom has adeq\iate 
ability. When prospective promo tees are being considered 
for promotion by a selection board whose members have not 
necessau:*lly had occasion to work with them, a written pic- 
ture of each person to be considered is necessary. This 
Is the situation in the Navy and might also be applicable 
to any large concern with several establishments at distant 
locations. 

KcMurz^ defines selection as "nothing more nor less 
than the matching of the applicant's qualifications against 
the requirements of the job, "2 if that selection is for 
promotion, the requirements of the new job will be the 
criteria. It can be visualized that the accomplishment 
of a system of selection for promotion will require: 

^ For a further discussion on capacity versus promo- 
tion see 

Harvey G, Ellerd, "Hating Supervisors," Produc - 
tion Executive Series No. 42 , AMA, 1926. p, 17. 

^ Robert N, KcMurry. "Is It Management's Fault that 
so many Salesmen Pall?" Sales Management, Aiigust 15, 1951. 
p. 106. 

For further discussion of this subject see 

Richard A, Pear, "Employee Selection for the Average 
Company," Personnel Series No. 100, AMA, 19^6, p, 3ff. 



4 






(iBflUMBPl ml tmtm 9^ «i mi .%i^mmn\ 

«Br>» ti mm •mwum^f ^ m tm tw^ 

mm^xmmm p4^ n^o #1 rtnMi^ vrt^mBO'WL i»t« 

wm*mm mmr timm n^ux>*%.¥^ m fi vm) 

i9»j|iM d >md: Aiiv #« r«|A^v tea 

ll^ «||iaM«^ii #•--« •4ft^4iaQgi lii ^ m fr»oj 

tiinUi» Jdk/^ »*>* <Ti« ^i «s;4 «v| 

^IWfid9 <« Cr*f'3«m)^ sntJj 93 

. *300 mam i0Li4%-)* *4 4crtv«kt«» *^ti,\30 mudk^M 

39dtdm 9^-M3W9l\dfimt^ 'tys ^9 mt nm$ 

193 41 Q4|Ti4Bfr»« /00* 12 • .ii«l vir^ 'iv fcinwmh<i >i mdd 

9d Ul* x»4i ».*« ?v »*B— n liijiai %Af 

f?r«BUi^«»4 MI9 irwTf dm^Sumtdf 94 Oda 41 

i‘MA4iP9% “^ifi^pmui <M£J44Jv« *W ti Is 



aawma ds »*cl9^^*^Le 4 uc»^ ^ 

'2SS2! *~.»wtn n ^ ,r *wj»>i*** 

.rt .4 .«Mt .MM t W^ .j| 

12!? 4’tf«^iaa«B si 4J* ^nr5'.^>^ ft r%4ti^ * 

•Jc^l .<* 9%09^ % 9^ ^ ^ dm 4ld ^Im *^U4li 7!* 



.>u »« 



,»>f 

i ts ,s6; j^r <ii.t» I. |♦•<if': a-^ij 

*«ftl «04Ji%lA4 A*«V ,Jb i.*rrr». I 

*md . ^04 4 * 4 40l*UBl 



^•t J 



4S 

.•I 



(1) the development of descriptive personnel records, (2) 
adequate training for every Job with sufficient emphasis 
on development for the Job ahead, (3) a knowledge of the 
req\ilrei3ents of the Job ahead, and (4) definite alloca- 
tions of responsibility for selecting Indivldiials for pro- 
motion.^ Undoubtedly, as Kace says, ”a thoroughgoing ap- 
praisal of the people in an organization provides the basis 
for doing a better J'ob in making selections for promo- 
tion,”^ but to complete the picture requires a considera- 
tion of the Job to be done. In the course of this study the 
extent to which merit rating is used to accomplish require- 
ments (1), (2) and (3) will be discussed. 

SCOPE OF STUDY 

The scope of this work will be limited to one small 
facet of piHssaotlon — the use of merit rating in determin- 
ing the best executives for top administrative responsibil- 
ities in the Navy, In order to provide some comparison, in- 
dustrial practices along similar lines will also be discussed 
from time to time. Furthermore, although promotion is made 

^ Helen Baker, Company Plans for Employee Promotion . 
Princeton, New Jersey* Princeton University, 1939. p. 10, 

2 

Myles L, Mace. The Growth and Development of Ex- 
ecutives , Boston: Harvard University, 1950, p, 50. 
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continuously In the Navy and Industry, only that portion 
applicable to naval officers being considered for flag rank 
and to industrial executives being considered for top man- 
agement will be discussed in any detail. Merit rating has 
some other uses than for promotion, but, beyond listing 
some of these, no study will be made of them. Source mat- 
erial will be limited to that available in the libraries of 
the Ohio State University, plus some additional Information 
obtained from the Bureau of Naval Personnel, Washington, 

D. C. 

Some of the terms to be used in this paper will be de- 
fined In the following section. 

TERMINOLOGY 

Merit Rating - an orderly, systematic method of 

evaluating the present and poten- 
tial usefulness of Individuals to 
their organization.^ 



1 

Other terras used are employee evaluation, efficiency 
rating or report, performance rating or record, eraployment 
development program or report, personnel record, progress 
report, etc. 

Personnel Handbook . Edited by John F, Mee. New York: 

R onald, 1951. p. 2^il. 
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Officer’s 
Fitness Report 



Top Management 



Flag Rank 



> may also be referred to as 
"Report on the Fitness of Of- 
ficers." It is the Navy’s 
equivalent of merit rating for 
officers • 

- executives concerned primarily 
with the deteimiination of ob- 
jectives, policy foirmulation, 
and the coordination and con- 
trol of a particular division 
of the company, or higher re- 
sponsibility,^ 

- the Navy’s top management ex- 
ecutives, The terra describes 
the ranks of Rear Admiral, Vice 



Holden, Fish, and Smith break down top management 
into three zones consisting of (1) the trusteeship function, 

( 2 ) the general management or administrative function, and 

(3) the divisional or departmental function, 

Paul E. Holden, Lounsbury S. Fish, and Hubert L, Smith, 
Top Management Organization and Control . Stanford, Calif,: 
Stanford University Press, 19 ^ 9 . pp. 15 - 16 . 



7 



U 



900 m 9909^ 

mk tt 

^ 9tlim ftmm rnXMlop* 

JT c=> 

fXlvmhi Mi^Mob* • iniMMiarti «if 

•«• W l»9ltmlm9934A MU /l^iv 

-J - _ 

•4MA Mm a»UaAAM0ttii mo imm 

A >« X<M 

•AA as 90 S lA 

•» 90mm90mm 00 «U * >ta«€ fAl^ 

iMllAAltoA nAl mI<T 
Mir cU%MA4 AiA4 I 0 tiA 



amhaamab w oMtA %mns a»M mm .ojAldll ^ **• 

•AAi^Mirt SMm^90%S MM |Xi 1« JAliMWOI «Aru» »mi| A«m| 
l«A aMIImiA « ri^Miiw l0smtm% mSs t) 

44MPi«iV5lA P<* tLl 

*3 iflA i40t^ *4 . 4 M 4 I 0 I 1 ^ 

Ju yp yw ^ m^X 



T 



Admiral, and Admiral. 



1 

Industry - all establishments of the 

United States which are suffi- 
ciently complex that they re- 
quire top management executives 
to plan, organize, and control 
their business activities. The 
term would not be as definitive 
in normal usage, but in this 
paper it is intended to exclude 
those business organizations in 
which a top executive’s Job is 
a mixture of operative as well 
as administrative management. 

Establishment - any business organization cap- 

able of continued Independent 
operation, 2 



The teiTO "Flag” Officers is used to denote those 
for whom a flag is flown to indicate their presence aboard 
a ship or station. In wartime there are the additional 
ranks of Commodore and Fleet Admiral, 
o 

Ralph C, Davis. The Fundamentals of Top Management . 
New York: Harper is Brothers, 1951 . P. 523 . 
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Selection 

(In industry) - generally connotes choosing for 

caploynient and/or training. Pro 
motions are made from these 
trainees. 

Selection 

(In the Navy) - because "Selection Boards" are 

formed, usually once each year, 
to select officers from each 
rank for promotion to the next 
higher rank, the terra generally 
means choosing for promotion In 
naval parlance,^ 

THE PROBLEM 

The selection of the best Armed Forces officers and the 
best industrial executives for promotion to top level re- 
sponsibilities is of vital importance to everyone who has 
the best Interests of the United States and Its defense as 
a primary concern. This Importance may not be IcBnediately 



Once an officer has been selected and his selection 
approved by the President with Senate concurrence, promo- 
tion follows as soon as a vacancy occurs (provided that the 
required physical and mental examinations ax*e satisfactorily 
completed). The difference, then, between "selection In in- 
dustry and In the Navy Is as follows: In industry, the em- 

phasis Is to select for employment and/or training; In the 
Navy, the emphasis is on promotion and further training. 
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evident to the average person. As long as things seem to 
he progressing satisfactorily, there ax*e, quite understand- 
ably, many things which are of more Iramedlatc concern to 
him. When an emergency occurs which requires action of 
some kind from the top level executives, the general public 
has the right to expect that action will be forthcoming and 
that It will be timely and cox*reot. 

The problem, then. Is to Insure that this trust Is 
never betrayed, within the means available. 

THE SOLUTION 

These matters are constantly under study by the Armed 
Forces and by Individual companies. The problem has long 
had the attention of leaders In Industrial^ and naval af- 
fairs, However, It is felt that there Is still room for 
much Improvement. No matter how far-sighted planners may 
be, no plan Is so good that It cannot be Improved. That Is 
the attitude which prompts this study. 

The solution to the problem of maintaining the best 
executives in order to provide a continual flow Into posi- 
tions of top responsibility requires that the selection for 
promotion differentiate among the able executives available 

^ Fayol discusses this subject In his works( based on a 
lecture given In 1908), 

Henri Payol, General and Industrial Management . Trans- 
lated by Constance Storrs, New York: Pitman Publishing 

Company, 19 ^ 9 . PP. 78 - 79 . 



10 



t# gniiMa irf#~ %sti# 4 w» a> o«ifif .sm 

MMif «ii » > #p id #cia» f^T»s 9^ «rtt AalM mm 

M» liiMPitwn «t AAt« md0m nuu <«*iM 9>* ^ 

» dMito >u — 00 (CM t^«ni« um n 

^ MM MU MM MMM M «i «m0# ^mBt49W% MV 
^ " — M MiM M <iMilw ^w«a 

«.!»» . MQjUli 19 

^PMM M# M tMUP MHm »«p PMiPM MMT 

•■M M MtPMi Mf •MMmm liMtlM teP o Pt W 
•^tP MPflP !«• ^MpppmBmI M pmMapI >a nBlP^MPp iM 

MM ilM* M PPM* i*>t #/pl M H PttPWfeQ tW^Uti 
%M PMBMV M %MfM OH ,ifMpf«M 4«M 

0| MpI > PU PMM» II iMt POM O** ^ OMV 10 tM 

« .«. < •vMffP 0 A#i pypM M 40i4v ottMlII# 0 i# 
I00P Mtt vtlAlMniM lo M M MV 

<iOM MM Mn U0MM0O 0 0MMP4 M pMPp M pmIPmmm 
mH 0M#pp4p« 001 IMP tPOLufi*^ M0 U*Ip«%«»M lo MPl# 

“V 

UMLI0M tMilPTMM 0X4P 0M |0M0 ^Mlamrufr OtiioMM 



t I 



PAP u4 IPflMA PX0# %MB«P0J0 HriM 



Pi AMU MMMi 







V Vd >^M0i 

n>>«T •«« .MPi .MPM»e 






IP r«I 



for top management and siphon off the cream of the crop. 
This may be possible by the uss of merit rating. The pur- 
pose of this study Is to Investigate the part that merit 
rating does have , and the part that It should have In the 
selection for promotion of the best top level executives 
In the Navy. 

METHODOLOGY 

Within the limits of sources of material stated pre- 
viously, this study will be taken up In the following man- 
ner. 

In Chapter II, the backgro\md of merit rating will be 
examined briefly. The general subjects of how, why, what, 
and when to use merit rating will be discussed. 

Chapter III will contain a description of the types of 
merit rating with the Inherent advantages and disadvantages 
of each type. 

In the next chapter, soxirces of error will be Investi- 
gated, validity will be discussed, and sc»ne principles of 
merit rating will be derived and stated. 

The use of merit ratlr^ In the Kavy and In Industry 
will then be covered In Chapters V and VI, This will In- 
clude such things as Its correlation with other factors con- 
sidered when selecting a promo tee, and comments on the ef- 
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fectivencis of merit rating as a factor 



Chapter VII will be devoted to a comparison of naval 
and industrial training and promotion problems. 

In the final chapter, some conclusions will be drawn 
and reconmsendatlons will be made concerning the use of 
merit rating, the rating form, and the merit rater. 
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CHAPTER II 



MERIT RATING 

HISTORY 

Benge^ says« "One of the earliest antecedents of merit 
rating as we know the tern today lay In the formal recording 
of Interviewer's impressions." The flx*st use of merit rat- 
ing as such is credited to Robert Owen, the Scottish mill 
owner who, in the early nineteenth century, kept "character 
books” for his employees and displayed a colored block in- 
dicative of merit on each worker's bench, ^ The U. S, Army 

deseirves the credit for introduction of and most of the ad- 
vances made in new methods in the United States to date. The 
Army used merit rating in the War of 1812, ^ introduced 
nan-to-roan rating during World War I, and introduced 



^ Eugene J. Benge, Job Evaluation and Merit Rating , 
Deep River, Conn.: National Foreman's Institute, 194l, p, 48, 

^ Lawrence L. Bethel, Franklin S, Atwater, George H. 

E. Smith, and Hainrey A. Stackman, Jr, Industrial Organisa - 
tion and Management . New York: McGraw-Hili, 1950* P* ^51. 

The first recorded efficiency report in the Archives 
of the War Department has been reproduced in Appendix A. 
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forced-choice rating during World War II. ^ The U. S, Civil 
Service first used merit rating in Chicago in 1910, ^ The in- 
dication seems clear that various government agencies were 
well acquainted with merit rating before industry became in- 
terested. John W. Dalzell3 indicates, in discussing super- 
visor rating during the middle 1920 *s, that all companies with 
merit rating programs probably started after World War I 
and copied the Army system. However, by 1926 most companies 
had gotten away from the Army system and had developed one 
of their own.^ 

The following questions nat\u:*ally arise: What is merit 

rating? Why use it? What does it do? When should it be 



Scott, Clothier, and Sprlegel give credit to the 
Bureau of Salesmanship Research for interesting the U. S. 
Army in merit rating. As a result, the Army adopted it as 
the official system for promotion. 

Walter Dill Scott, Robert C. Clothier, and William H. 
Sprlegel, Personnel Management , New York: McGraw-Hill, 
19^9# PP. iS6-i 69* See also 

Bernard J, Mullcr-Thym and Melvin E. Salveson, ’’Devel- 
oping Executives for Business Leadership," Personnel , AMA, 
Vol. 25, No. 4, January 1949. PP, 250-260. 

r> 

Bethel et al,, o£. cit ., p, 635, 

^ Harvey 0, Ellerd, "Rating Supervisors," Produc - 
tion Executive Series No. 42 , AMA, 1926. p. 11, 

ii 

The Dennison Manxifacturing Company was the first 
industrial company to experiment with and adopt a system- 
atic method of rating. It was based on the Army system, 

Ordway Tead and Henry C, Metcalf, Personnel Adminis- 
tration . New York: McGraw-Hill, 1920. p. 59. 
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used? The answers to these questions will he undertaken 
here, and further expounded upon in Chapter III* 

GENBRAL 

Vfhat is eerlt rating? It Is a method of comparing ln> 
dlvlduals with each other, or against a Job, by gathering 
opinions about them* From this description, one might 
think that merit rating Is soiRethlng like a popularity poll. 
Although this Is not exactly the case, merit rating might 
be considered a device for measuring the subordinate's pop- 
ularity In the eyes of his seniors, but based primarily on 
ability to accomplish a Job rather than ability as a charmer* 

It Is a formal system whereby a superior, by comparing 
various characteristics of an Individual with the same char- 
acteristics of all other persons under his Ijamedlate super- 
vision, determines the relative worth of each of those per- 
sons to the organization; or, the superior may rate an in- 
dividual's ability to do his assigned tasks and then compare 
all those persons who have the same, or similar. Jobs in 
order to determine the relative worth of each subordinate* 

How does one decide what characteristics or traits to 
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U8c?^ traits chosen must be those which are specifical- 
ly related to the Job performance of the individual being 
rated, or related to the Job for which he is under consid- 
eration as a promo tec. Furthermore, the characteristics 
must be limited to those which a rater can observe. This 
can be accomplished by a clear description of the various 
degrees of each trait Use of such descriptions enables 
the rater to interpret the degree of each characteristic in 
terms of how the individual acts. It has the additional ad- 
vantage that every rater is more likely to have the same con 
cept of what type of action fits what degree of a trait. It 
is safe to say that the more objectively the rater can view 
each characteristic, the more reliable the rating. 



^ Davis throws some light on the ccanplexlty of this 
problem by citing a survey of opinions he once made. He 
asked a number of competent students of business what char- 
acteristics they would list as essential for executives. 

His final list had fifty-six essential characteristics. 

Ralph C. Davis, industrial 0 rganl 2 :ation and Manage - 
ment . New York! Harper and Brothers, 1940, p, 32 • 

p 

For example, the term "Exercise Judgment" is listed 
as a trait on a Navy Fitness Report, This Is an extremely 
difficult trait to mark if no amplifying description is giv- 
en, On another fora this trait was broken down into degrees 
and described as follows: "Exceptional in ability to think, 
plan, and do things without waiting to be told and in- 
structed," "Able to plan and execute missions on his own 
responsibility," "Capable of performing routine duties on 
own responsibility," "Requires constant guidance and super- 
vision in his work, or evades responsibility," 
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Overlapping tx»ait8 make It difficult for the rater to 
distinguish where one trait ends and another begins. If 
overlapping between traits is fairly general. It is almost 
Impossible for the rater to avoid "halo effects,"^ 

To summarize; (1) Traits selected must have signifi- 
cance relative to the Job being perfoiwed, (2) raters 
should uniformly attach the same definition to traits and 
trait degrees used, (3) traits should not overlap, and (4) 
traits should be observable, and observable from as objec- 
tive a point of view as possible. 

In all the basic types of merit rating that will be 
discussed, opinions on various characteristics or traits 
that seem to relate to the particular Job are obtained and 
an evaluation of the results made to determine to what ex- 
tent each Individual meets, or falls to meet, the necessary 
requirements for the Job In question. Under ideal condi- 
tions, only the best man In each case would get the Job, 

WHY USE KERIT RATING ? 

Listed In this section are some of the major reasons 
for using merit rating to supplement any plan of selection 

^ Halo effect Is a rater tendency which will be dis- 
cussed later In this study. The Judgment on all traits 
tends to be effected by the impression made on the rater 
by one or two traits. 



17 



t ti 



I 



^ o fr oti Cm ii 

JMMPiUt Wii* 1 «HV« «• pftt Ml •XJA i li ^ 

MvvAiv •tifftt Oi I i iM »* iff 
mmm (Mi «iifir «» «OMM^ »fM 




•4UI4M ^ MV IV VaM 4 iVli 






•«» AM M ilHf i V fV mVm Hi0tm% mi 1% mAA«vXWV flV 

mt amv %Uit m .OM AvMfiM IMA iM# 

-Xiumtt l40mi VMr.V ni •!# oVl tVHJWlhlpVtt 

•«| ««t VdtM Mf M VVM M um *mu» 

fmrm TICT f q m$ 

M Mf mvfl tiff ^ Mi M MiW M# Vi Miu 
C«vMv^iv ^ flails IM irnm^if^s vi »Wi« fliM M 




t: 



for proTOtlon. 

1. Herit rating h«lp» to Inaure that Jud^jBcnt of an 
individual will generally reflect a Bound appraisal of hJla 
perforasance, rather than penalizing him for isolated errors 
occurring Just prior to his consideration for promotion,^ 

2 , Merit rating tends to moke each procaotee meet the 
seme specifications for the same Job, 

3. With merit rating there is less likelihood of over- 
looking the capable but unspectacular worker. ^ 

4, As a by-product of Item 2 , it is more nearly pos- 
sible to compare promotees who are not under observation by 



1 

Hating Employee and Supervisory Performance . Edited 
by M. Joseph Dooher and Vivienne Kax'quis. Kew Yorks AKA, 
1950. p. 153. 

Admittedly, however, an error committed Just prior 
to possible selection for promotion will have a much higher 
weight in considerations than the same error ooiamittcd sev- 
eral months previously. This is true regardless of the pro- 
motion system in effect, 

^ Ellerd points out that without formal merit rating, 
the rater is apt to consider only one or two conspicuous 
abilities or traits and disregard the others, 

Ellerd, o£. cit ,, p, 3. 

However, as will be brought out later, a rater may 
arrive at the same result while using merit rating if he has 
a failing known as ’'halo effect.*' There is a school of 
thoxigtib, expressed by Webster, Minn, and Oliver, which be- 
lieves that It is unriocessary and too difficult to try to 
get a measurement of a lot of ti:«.lts. They advocate, but 
not in so many words, making ”halo effect” work for the 
rater instead of against him, 

E. C. Webster, A, Winn, and J. A. Oliver, "Case 
Study of Merit Hating Forme: Simplification and Reduction 

of TiHilts for Haters,” Personnel, AKA, Vol, 27# No, 5» 

March 1951. P. ^15 ff. 
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the saae superiors, or who are physically separated at all 
tines. ^ 

WHAT DOES MERIT RATBIQ DO ? 

The user of merit rating must understand the following 

distinctions, otherwise he will be disappointed with the 

2 

results attained. 

1. Merit rating obtains opinions about people In a 
situation. 

2, It does not measure performance or personality 
traits directly. 

As a result of evaluating the opinions obtained. It Is 
possible to reach a conclusion as to the performance of the 
Individual, provided that the traits considered are applicable 
to the Job being performed.^ In addition, it Is possible to 



^ Webster et al,, make the point that when an individ- 
ual moves from one place to another. It becomes easier to 
Judge him from a distance if a series of factual observa- 
tions have been obtained. 

loc . clt . 

This situation Is particularly applicable to naval 
officers . 

2 

Personnel Handbook . Edited by John P, Moe. Hew 
York t Ronald, 1951 • P* sBl • 

•a 

Benge points out that the general use of merit rat- 
ing Is to obtain an analysis of the performance of an indiv- 
idual In his pz*esent Job. 

Benge, o£. clt .-, p. 55, Item 8. 
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evalviate potential usefulness, provided these aspects are 
clearly differentiated,^ It must be remembered that the 
traits applicable to the new Job must be used if the objec> 
tlve Is to Judge performance ability In a new Job, 

WHEN USE MERIT RATING ? 

Use merit rating only If It Is designed to serve spec- 
ific objectives. The specific objective considered In this 
study Is to determine If merit rating can be used to aid In 
selecting for promotion the best executives to assume top 
management responsibility. To accomplish this purpose, the 
evaluation of the promotes must be taken from traits or 
characteristics which are necessary for the new top manage- 
ment Job. Technical competence on the present Job gives no 
basis for assuming that the executive Is automatically pre- 
pared for the Job with higher responsibility, unless the 
present and future Jobs are similar, or overlap. Further- 
more, administrative adequacy at one level does not Insure 
the adequacy in administration required at higher levels. 

Other than for promotion, merit rating has various 
possibilities which will be stated briefly: 



Personnel Handbook , op . cit . , p, 281, 
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1, Developraent of the individual rated by identifying 
hl8 ohortconlngs fox* hiD.^ 

2, Detervlnation of training program results, or needed 
changes thereto,^ 

3« Providing the basis for personnel actions such as 

"i 

demotion, layoff, wage and salary adjustment, etc,'^ 

4, To serve as a criterion of performance for obtain- 

4 

Ing persona to test personnel teats, 

5. Providing a permanent uniform record of an indiv- 
idual's past progress, present status, and future potential- 
ities,^ 



^ The opportunity is given "To see ourselves as others 
see us," as Robert Burns expiressed it. However, the manner 
in which the Infonnation is given and/or received will de- 
temine whether improvement actually takes place, 

Wayne 0, Samples, A Study of Rating Methods for Pro - 
fessional Employees , Unpublished M. A. Thesis, The Ohio 
State University, 1948, p, l6, 

Michael J. Jucius, Personnel Management , Chicago: 
Irwin, 1951, P. 245. 

Joseph Tiffin, Industrial Psychology , Hew York: 
Prentice-Hall, 1948, pp. 329-330. 

Personnel Handbook , op . clt ,, p, 282, 

Tiffin, o£, cit ., pp, 332-333. 

Tiffin, o£. clt., p, 331-332. 

Tiffin, o£, cit ., p, 322, 

Mary Harper Wortham. "Rating of Supervisors," Indus- 
trial Relations Section, California Institute of Technology, 
Bulletin No. 11, p. 6. 
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6« standardizing the basis of supervisory judgzsents 
by provldli^ an organized pattern for forming opinions.^ 
7. Providing a basis for Judging the rater.^ 



VJortham, o£. clt . ^ p, 6, 
^ Ibid. 
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CHAPTER III 



TYPES OP MERIT RATING 

There are three basic types of merit rating, each hav- 
ing certain Inherent advantages and disadvantages.^ These 
basic types are: 

1 . Rating Scales 

2. Comparison Systems 
3* Check Lists 

In choosing a merit rating system, one finds no easy 
formula to guarantee success for a particular type, or com- 
bination of types, of merit rating. In other words, there 
is no package deal which can be selected because it seems 
successful to another activity or in another situation. 
Rather, it requires the basic type, or coniblnatlon of types, 
which will best serve the specific objectives desired, 

p 

coupled with: 

1. Competent direction 

^ Personnel Handbook . Edited by John P. Mee, New 

York: Ronald, 1951. P. 289. 

Lawrence L. Bethel, Franklin S, Atwater, George H. 

E. Smith, and Harvey A. Stackman, Jr, Industrial Organiza - 
tion and Management , New York: McGraw-Hill, 1950. p, 653 ff. 

^ Personnel Handbook, op. cit., p, 288, 
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2« Genuine Interest in oaklng the program a success. 

3. Time and effort by those Involved in the program’s 
development and implementation. 

4. Acceptance of the program by the entire organiza- 
tion. 

RATING SCALES ^ 

Rating scales consist of lists of traits or character- 
istics. The rater is expected to indicate his judgment of 
the degree to which an individual has, or exercises, that 
trait. The various degrees may be described or not. How- 
ever, it is a great advauntage if each trait degree is de- 
scribed so that it will mean more nearly the same to each 
rater. In some rating scales, a point value is assigned to 
each trait degree. A manipulation of these point values 
gives a final score which can be compared with the scores 
of others to obtain a comparison, or rank-order, in accord- 
ance with relative ability. 

Traits are selected only if their presence or absence 
would effect the ability of the individual to perfomn the 
job(s) under consideration. If there is doubt as to which 
traits are more important, this data can be computed by 
statisticians. They can also detenalne relative weights 

^ P^rsoy^nel Handbook , op , clt . , pp, 289, 294, 301, 306. 
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to be applied to each trait so that it will ^ffect the final 
score in proportion to its importance. However, any system 
of arriving at a single average score in order to determine 
the relative merit of each executive has a serious drawback. 
In the extreme case, such a system of weighting and averag- 
ing would permit the absence of a trait to be disregarded if 
all other traits were high enough. At the executive level 
under consideration, l.e,, - ready for top management respon- 
sibility, it appears that lack of any qualification which 
would effect performance of the job to be done is sxifflclent 
reason to not promote, notwithstanding an abundance of all 
other necessary traits,^ 

The rating scale has certain definite advantages. It 
may be more acceptable because more people are familiar with 
it. The completed report fora for an Individual contains 
the kind of information that permits frank counseling of 

o 

that person. If a small number are to be rated, the rating 



1 

In substantiation of this opinion, Evans states, 
"Beware of a point rating system — fifty good apples and 
fifty bad apples do not make a hundred laedivim apples," 

J, J, Evans, Jr. A Program for Personnel Adminis - 
tration . New York: McOraw-Hill, 19^5. P. ^1. 

p 

To be most useful in this respect, the rating form 
should Include the rater's comments on specific aspects of 
the ratee’s performance or behavior, in order to substanti- 
ate and justify the trait degrees checked. 
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settle type of merit rating will probably best serve the 
purpose . 

There are two sub-types under this basic type: 

1. Graphic Hating Scales, 

2. Multiple-Step Rating Scales. 

The graphic rating scale lists and also describes each 
trait so that each rater will better understand it. The de- 
grees of each trait usually are also described in such a 
manner that it is clear which of the degrees is highest and 
lowest > as well as the relative desirability of each of the 
other degrees between the two extremes. The number of de- 
grees per trait varies from three on some forms to seven on 
others. Five degrees of each trait are frequently used. 

Each trait is represented by a horizontal line. The usual 
method is for the highest degree of each trait to be repre- 
sented by the same end of all the lines. The least degree 
of any trait is then represented by the opposite end of 
each line with three equally spaced marks between the ex- 
tremes representing the intermediate degrees of the trait. 
(For forms using seven degrees, there would be five inter- 
mediate divisions.) It is possible to obtain a good idea 
of the merit of the individual (in the rater’s Judgment) by 
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glancing at the check marka of all traits at once 



1 



Whereas, in the graphic scale it is possible to indic- 
ate that the ratee possesses a degree of a trait sosieKhere 
between two described degrees, in the aultiple-step rating 
scale the rater must confine himself to one specific degree. 
However, this procedure is sometlnes varied to permit mark- 
ing high, low or nedliua atnoxmts of a degree. The two sub- 
types of rating scales are markedly similar. 

COMPARISON SYSTEMS ^ 

Comparison systems are based on relative performance 
between individuals rather than against a standard. Another 
common name for this type of merit rating is the "man-to- 
man** system. *’Man-job" rating connotes rating against a 
standard where average performance of the Job is the 



Although it is an advantage in evaluation to be able 
to obtain an overall impression of the rater’s Judgment of 
an individual, it is also a potential disadvantage in that 
raters may tend to rate all traits so that they will fall 
nearly in a vertical line at about the general degree of the 
average ability the rater considers the ratee to have. This 
type of error will be discussed further in a later section, 

^ The Personnel Handbook, op . oit . , pp, 2 $) 4 - 297 » 

307-308. 
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standard.^ In using raan-to-uan rating the relative over-all 
performance is usually considered, rather than performance 
on each of several traits. However, either or both methods 
may be used. 

This type of rating is easier than comparing an actual 
against a theoretical standard.^ In this respect lies the 
greatest advantage of the comparison systems over rating 
scales. The seune features that make this method easier, al- 
so make it more accurate. Thus, it has somewhat greater 
consistency than rating scales. Similarly, rater traln- 



On the subject of when to use man-to-man and man- Job 
rating, some advocate the use of man- Job ratings in consider- 
ing an individual for promotion. They say do not match pos- 
sible promotees directly against one another. The "qualita- 
tive matching or deficiency of traits is the important 
thing," 

Eugene J. Benge, Job Evaluation and Merit Rating , 
Deep River, Conn.; National Foremen’s Institute, 194l, p. 62. 

Samples concluded that man-to-Job rating is neces- 
sary to help a nan Improve himself because man-to-raan com- 
parison must of necessity depend on two variables — each 
man’s day-to-day Job performance. 

Wayne C, Samples, A Study of Rating Methods for 
Professional Employees , Unpublished H, A, Thesis, Ohio 
state University, 1948. pp. 30-31. 

2 

For example, it is easier to tell which of two ob- 
jects is larger, nearer, higher, etc, (when viewed at the 
same time) than it is to estimate the distance or dimen- 
sions in measurement terms for each object and then, by 
comparison of these estimated measurements, arrive at a 
comparison between the two objects. 
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Ing does not need to be as Intensive as with the rating 
scale method. 

Disadvantages of this systeia are that It stacks indiv- 
iduals only against others on the same job at nearly the 
same tlmej and It does not provide necessax*y Information 
for counseling. This second fault can be corrected by re- 
quiring rater cossnents. 

The comparison method Is most useful when there are a 
nximber of persons on the same job to be rated. It Is not 
satisfactory for one or a small number of ratees. 

The sub-types of the comparison systems are: 

1, Paired Comparison, 

2, Rank-Order, 

3, Forced Distribution, 

Paired comparison requires that every person doing a 
particular job be paired with every other Individual who 
does that same job. The rater judges which man of each 
pair Is better. On the basis of the n\aaber of times one 
man Is favored over another. It Is possible to derive a 
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rank-order of those on that particular Job,^ This io the 
slnplest and easiest tserit rating systen, but the total time 
required will usually be greater than with the rank-order 
or forced distribution systcras. This is especially true 
with a large number of persons to Judge. It is particularly 
suited for high accuracy in differentiating performance of 
individuals and for validating tests. 

y&t^-oyder system is most simply accomplished by 
placing each man’s name on a card and arranging the cards 
in order of ability. This may not be possible with a large 
number of ratees. The method requires little training, but 
has the disadvantage of lack of data with which to counsel.^ 
The rank-order comparison system is well-suited for obtain- 



^ The U. S. Army tried a fora of paired comparison 
during World War I. The method, credited to Dr. Walter Dill 
Scott, was for the rater to place at each trait degree, the 
name of the officer who, in the rater's opinion, embodied 
that trait degree. The officer being marked was then com- 
pared directly with other officers who represented every 
trait degree. The tremendous undertaking involved in corre- 
lating the coRiparlsons so that every officer could be placed 
in rank-order according to his value to the Army, can be 
envisioned. 

Ordway Tead and Henry C. Metcalf. Personnel Admin - 
istration . New York: McGraw-Hill, 1920, pp, 

2 

With the rank-order method It will probably be im- 
possible to satisfactorily explain to the man ranked number 
ten, why he was not ranked number nine, etc. 
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Ing a spread of laen by their ability for any purpose. It 
is also suitable for test validation. 

The forced distribution systeia^ is based on the assuaip- 
tion that persons on a given Job form a normal distribution. 
The question to be decided is whether it is better to force 
ratings into a normal distribution, or to put up with the 
bunching at the top of the scale that is typical of rating 
scale methods. 

When conscientiously used, this method has the advan> 
tage of spreading the promotees out over the entire rating 
scale. For example, one percentage split frequently made 
is ten, twenty, forty, twenty, ten. It may be, and usually 
is, difficiilt for the rater to decide where the fine line 



^ Where there are few men to be rated the forced dis- 
tribution system becomes a refinement of the ranlt-order 
method, because the simplest way is to arrange the men in 
rank-oi?der first. On the other hand, the forced distribu- 
tion feature may be attached to rating scale or check list 
methods, in which case there would be no ranking within 
groups. Due to its all-around applicability, forced dis- 
tribution could almost be considered as a separate category 
of merit rating Instead of a comparison system sub- type, 

2 

It would be a rarity, of course, if the persons on 
a Job had traits in such degree that a plot of the abilities 
of the group exactly formed a normal distribution. However, 
the chances are that the abilities of any group will ap- 
proximate this type distribution, 

Joseph Tiffin, Industrial Psychology , New York: 
Prentice-Hall, 1948. p. 490. 
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between any two adjacent sroups la located. However, If ten 
per cent are to be proraoted (or thirty, or seventy per cent), 
the problem has been slnpllfled for the final Judge If, 
as is Bore frequently the case, the percentage to be pro- 
raoted falls within a group, a further difficult decision re- 
naino. 

CHECK LISTS^ 

Check lists are coraposed of statcaents to be checked 
by the rater if the description fits the individual being 
Judged, or, in the case of forced-choice, if it least fits 
him. The check list methods are considered best for differ- 
entiating between persons, whether the comparison is made 
against performance of others directly, or against some 
standard. With these methods the rater actually becomes a 
reporter of behavior. Evaluations are generally accomplished 
by a higher echelon. The completed report Is more objective 
than is probable with other merit rating types. 

Check lists are of two sub-types as follows: 

1. Weighted Check Lists, 

2, Forced-Choice (Preferential Check Lists), 

1 

The same comment applies for any other percentage 
split which takes advantage of existing divisions between 
groups , 

^ Personnel Handbook , op , cit ., pp. 299-301, 308-309. 



32 






* 




to 

•Til 



U • 



tf 

M of 

J9tl 



Ifliri 



oto ,.%fO4vci0 



to MOM tf*furnm9 







The weighted check list contains statements of behav- 
ior, The behavior must be i*elated to the Job for which the 
person Is being rated, Just as for other merit rating meth- 
ods, Scale values are attached to each statement to indic- 
ate the Importance of that behavior trait, A high value 
Indicates the behavior Is related to good Job performance, 
low value to poor performance. The usual procedin:*© Is to 
compute an average value to indicate average performance for 
the individual. By comparing these average scores a ranic- 
order of persons by ability can be obtained. 

Weighted check lists should be developed specifically 
for particular Jobs, or limited groups of associated Jobs, 
The value of this type list tends to decrease as the range 
and variety of Jobs to be rated with a single check list In- 
creases, With only a few Individuals on a Job, it may not 
be feasible to devote the necessary time and effort to ap- 
ply this system. When use of the weighted check list is 
warranted, it can provide the necessaiv information for 
counseling, perhaps in an even better form than the rating 
scale. Its best features are Its adaptability as an aid 
to individual development, and its greater consistency than 
rating scales. 

The preferential check list , or forced-choice , system 
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conclsts of groupe of otateiaento. Frou each group, the 
rater must choose the one statement which best describes 
the rate© and the one statement which least describes him. 
Usually, there are an equal number of favorable and unfa- 
vorable statements, but only one of the favorable and one 
of the unfavorable statements are critical, that is, af- 
fects the rating. The statements considered critical have 
been found, by statistical analysis, to discriminate be- 
tween successful and unsuccessful persons. Those state- 
ments which do not affect the final rating are phrases fre- 
quently used in word descriptions, but seem to have no sig- 
nificance in differentiating the successful from the unsuc- 
cessful, The theory is, however, that the person who has 
not seen the statistical analysis will not be able to tell 
the critical from the non-critlcal statements. The forced- 
choice method has the advantage of eliminating rater bias, 
both intentional and unintentional. Thus, ratings are 
spread along the scale in accordance with actual ability 
rather than being bunched together due to rater bias and/or 
error. 

The feature which make this method so accurate rela- 
tive to other methods, also makes it unpopular — the se- 
crecy attached to the keys. The fact that the keys must be 



34 


















iMffiv* nf 



Mf»-il» ttrf* •*» «idM»V 

(•# •«» Mt ^ 

fOiiiiiif 'e*(i«B«J#0 ^ 

‘ <-«# iitiiDTi— If ^ grt 

•ttCAf# ttttfliVfc 0fl0 Xl'MMPMi* 

.^1 gMMM *«0 vntvg iAAT* 3g0 MD 9^ lltii# alUHP^ 

^9 99 99B9 m.mm «P9 49 M99 %Stmmi9 

rr^fT Xi^*9«nM 040 Hi> ai «»4Mtt9 

i4M 949 9M««V «II9 ^«4T ,«m 999£ |«& 0T9900 «lf0 .1414099 
Xf90 90 W#9 94 Zlfm ttlKflAM 199|9914999 400 40V« 4Q<« 

■>00041 00t ».00«9*Vg0*^ ;<«1A«9.C rSr-499 0 O 0 I i49t9l9» 901 

,9a40 0940>I |01>440lI 0|1I0 1# 9^9MNi4%>« «4i 904 >90490 944400 
904 .*A4^#0««#I■^IO^ iiVtt «0^0tt9M0£ 0>44 

^11S49 fWItr t0l0 tt9M999ttVtt>« m 1 *>090 900 ^OOiS 4flM|9 
4 M 04 9949 94040 99 90f» 9QH.H0I40 9940499 4B044 4«t0 «94M4 



^010% 9049>Cu»i 99 tmim i>4i «I4P <10049 r9Tt4i^ iM 
««9 «*i «449\4%NU ti 04iJ .^*iUl4090 9^09 9# 99|l 

94 0099 9«99 0400 0991 4||r mM #4 >4|944#4 %M99 






kept secret If all rater bias is to be eliminated, soaoks 
of something underhanded to those who use the system. 

Many, If not all, raters like to think of themselves as 
fair and unbiased, Piirthermore , there Is a desire to know 
what kind of a rating one Is fashioning for a subordinate 
and with this type that Is Impossible,^ Likewise, It Is 
Impossible to use the completed form as an aid when counsel* 
ing. This may be overcome by using a trait list In addition 
to the forced-choice. But, how can one be sure that the 
advice given will, if followed. Improve the nan's rating? 
Statisticians have proven to their own satisfaction that. 

If the rater marks the forced-choice statements sincerely 
and truthfully, a true picture of the ratee will have been 
painted. All that remains is to convince those who deal 
with the method, rater and ratee, that it Is fair and It 
will be fully accepted. Due to the expense Involved In Its 
development, it Is not suitable for a small establishment. 

Prom the advantages listed for each type of merit 
rating It is now possible to sunnarlze the plans which will 
probably best accomplish various specific objectives. 

^ Rg^tlng Employee and Supervisory Performance . Edited 
by M, Joseph Dooher and Vivienne Marquis, New York: AMA, 

1950. p, k 2 . 
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OBJECTIVES VERSUS MERIT RATING PLANS ^ 

It must b« recognized that it is iinpossible to state 
definitely that one or another of the various Bserlt rating 
systems is the best for any purpose. However, the general 
izatlons made below, if taken as just that, will give an 
indication of what to expect with each type. Rany consid> 
eratlons enter the picture, such as time and effort re- 
quired and the need for the system to serve several pur- 
poses. Whatever advantage a particular system may have 
for serving on® purpose nay be outweighed by its disad- 
vantages relative to other purposes. 

1 . High Accuracy 

a. Weighted Check Llst^ 

o 

b. Forced-Choice 

c . Paired Comparison^ 

d. Rank-Order^ 



The Personnel Handbook , op . oit ., p. 323. 

2 

Suitable for obtaining performance relative to other 
persons or relative to a standaz^l. 

3 

Suitable for obtaining performance relative to 

others. 
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2, Aiding In Individual Development 

a. Rating Scale with Cc»«cnt8 

b. Weighted Check List 

3. For Teat Validations — Comparison Systems 

4, For Rating a Small Humber of Persons 
a. Hating Seales 

b« Rank-Order 

5. For Best Chance of Consistency^ 

a. Comparison Systems 

b. Weighted Check List 

In the final analysis, the best system for a situation 
will be the merit rating plan specifically designed for 
that situation. 



^ Personnel Handbook , op . cit . , p, 325 



37 



CHAPTER IV 



CAPTIONS, DANGERS AND PRINCIPLES 
0? MERIT RATING 



THE RATER 

As Stated previously, merit rating Is not a measure of 
performance. It obtains opinions only. Therefore, It cannot 
be considered as a precise method. It consists of many va- 
riables among vjhlch the rater Is the greatest of then all,^ 

He can make a rating program opei’ate with reasonable con- 
sistency, or he can make the very beat plan operate Inac- 
curately, The latter Is by far the easier course to follow. 

At times, the rating system may have Inherent faults 
which cause errors. It may, for Instance, not contain the 
traits that are required for the Job under consideration, 
or the trait degrees may not be adequately described. As- 
suming that these faults are eliminated, tlK' rater may be 
afflicted with one or a combination of the following; 



1 

Knowles and Thomson list the primary sources of 
danger In any rating program as (1) the rater himself, 

(2) the rating form, (3) frequency of making ratings, (4) 
secrecy of results, and (5) lack of understanding. 

Asa S, Knowles and Robert D, Thomson. Management 
of Manpower . New York: MacMillan, 19^+3. P. 162, 
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1, Halo Effect - the tendency to rate an Individual 



rather consistently high, average, or low on each of the 
various traits depending on the rater’s over-all impression 
of the individual.^ Halo effect may or may not be entirely 
the fault of the rater. If considerable overlapping exists 
between traits, the error may be impossible for the rater 

o 

to correct, 

2. Constant Error - this type of error has been de- 
scribed variously as central tendency, lack of spread, dif- 
ferent standards, systematic error, etc. The basic result 
of all these errors is that the entire rating scale is not 
utilized. The good rater adequately distinguishes among 
the various ratees by using the full scale. The not-so-good 
raters are more apt to mark consistently high, but some 
also mark consistently low, or mark everybody average — 



The Personnel Handbook cites an example in which 
judgment and personality varied directly with production — 
an unusual phenomenon, if true. This condition is fre- 
quently found in completed ratings. 

Personnel Handbook , op. clt., p, 285. 

2 

Dale Yoder, Personnel Management and Industrial 
Relations, New York? Prentice -Hal 1 , 19^9 . P . 3^5 * 
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no very high nor very low marks. ^ 

3, Inconsistency - unless the rater is consistent in 
his ratings, nothing of value con he obtained from them. 

He may be inconsistent with himself — a difference In con- 
secutive ratings on the same nan not Justified by changed 
behavior, or he may be Inconsistent with other raters who 
rate the same man. The first step is to train the rater 
to be consistent on consecutive ratings. When that has 
been accomplished, set about correcting his Inconsistency 
with other raters. This is accomplished by comparison be- 
tween successive ratings of the same individual by the 

o 

same rater as well as by different raters. Inconsist- 
ency because of the rater's lack of ability can be cor- 
rected somewhat by training. Allowance for any remaining 



Yoder describes the Inclination of a rater to keep 
away from the extremes as central tendency , and a consist- 
ent tendency to over or under rate as a systematic error . 

Yoder, o£. olt ., pp. 3^5, 348. 

p 

As a matter of practice, more than one rater should 
rate an individual, provided more than one rater has oppor- 
tunity to observe the ratee’s performance on the Job, 

Mary Harper Wortham, "Rating of Supervisors," 
Industrial Relations Section, California Institute of Tech- 
nology, Bulletin Ho, 11, p. 31. 

Yoder, op . clt ., p, 339. 

Benge, o£. clt ., p. 54, item 7, 
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constant error betifcen ratera can be made by applying a 
correction factor.^ 

Besides training to liaprove the rater, various other 
suggestions have been made for helping the rater improve 
his own performance. One suggestion is to have the rate© 
complete a rating on himself and then, as part of the de- 
velojanent program, rater and ratee discuss both reports — 
the one by the rater and also the one made on himself by 

o 

the ratee. This discussion between rater and ratee not 

only forces the rater to make more sincere judgments, but 

also will make It easier for him to do a good counseling 

job. Another sxiggestion for assisting the rater Is to have 

him justify each trait degree selected by a specific com- 

o 

ment on the rating form.”' Some favor a suR»arization of 



For a discussion on how to compute correction fac- 
tors see: Wortham, o£, clt ., p, 25, 

The Personnel Handbook , op , clt ., pp, 326, 329, 332, 
Rating Employee and Supervisory Performance , op . 

clt ., pp. 156-158. 

^ Ewing W, Rellley and Bernard J. Muller-Thym. ’’Ex- 
ecutive Development Today for Increased Profits Tomorrow, " 
Personnel , AMA, Vol. 24, No. 6, May 1948. p. 407. 

3 

Yoder, ££• PP* 330, 336. 

A Bfiusple form which Incorporates comments to justify 
each trait degree has been reproduced in Appendix B, 
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the overall value of the ratee to the organization. Either 
of these last two reootaznendatlons tend to make the completed 
rating more objective, provided the comments are in opera- 
tional terms, that is — statements of fact rather than 

p 

opinions or beliefs. Users of merit rating must have 
faith that raters can eventually be trained to adopt common 
standards,^ 

VALIDITY 

Validity relates to the extent to which ratings ade- 
quately differentiate among individuals in a group in terms 
of actual job performance or potential. Inaccuracies in 
this respect may be caused by an inadequate system or an 
untrained rater. Suggestions for improving both conditions 
have been discussed previously. In addition to training to 
reduce rater errors, it has been found that a properly de- 
signed rating form can be of great assistance in avoiding 



1 

See copies of the Navy Fitness Reports — Ap- 
pendices C, D, E, and F, for some samples where summariza- 
tion of overall value to the organization is required, 

2 

E, C, Webster, A, Winn, and J, A, Oliver, "Case 
Study of Merit Rating Forms; Simplification and Reduction 
of Traits for Raters," Personnel , AMA, Vol, 27# No, 5, 
March 1951. P. ^15. 

3 

Wortham, o£, cit , , p. 26, 
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them. These will be discussed In the following section. 

One way to test for validity is to compare the com- 
pleted merit rating for an individual with some objective 
measure of that individual’s job performance. This is pos- 
sible only if the performance records are available and are 
truly representative of average performance.^ 

RATING FORM DESIGN 

The merit rating form should not look complex to the 
rater. Any mathematics involved in deriving a final index 
should not be placed on the forms. Such details can be 
handled better by the personnel department, or similar or- 
ganization, upon completion of ratings. 



^ Randolph S. Driver of the Atlantic Refining Company, 
lists the following methods which he says have been used 
with varying success to determine validity: 

(1) Comparison with some direct roeasurement of perform- 
ance, i. e., production records, etc. 

(S) Comparison with psychological tests purporting to 
measure the same ability. 

(3) Comparison with work samples. 

(4) Analysis of distribution of results, 

(5) Analysis to determine the presence or absence of 
“halo effect." 

(6) Pollow-up procedures, A study of past records ver- 
sus actual performance of an individual, 

(7) Kiscellaneous methods. 

Kr, Driver feels that methods (1) and (6) have the 
best chance of being helpful at this time. 

Rating Employee and Supervisory Performance , op , 
cit.. pp. ^0-^5. 
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In addition, there are fcatxircs, which, if incorporated 
in the form, would tend to reduce errors. However, they also 
tend to lnci?ease the coraplexlty of the form. The relative 
advantages and disadvantages must be weighed by the user. 

They Include the following: 

1, Arrange the form so that all persons are rated one 
trait at a time in order to counteract "halo effect." 

2, Vary the position of the high and low trait de- 
gree descriptions. This forces the rater to read each 
trait degree carefully, rather than checking each trait ap- 
proximately in a vertical line based on the halo effect of 
a few traits, or because of inherent rater tendency, 

3, Indicate on the form the approximate percentage of 
any group that would normally be expected to have each de- 
gree of any trait, (Forced Distribution) 

4, Provide space beside each trait degree so that 
rater can Justify with ccaament the Judgment made in each 
case. 

5, Provide space for the rater to summarize his opin- 
ion of the overall worth of the man to the organization. 

This word picture should specifically touch on the strong 
points, shortcomings, corrective action recommended, suit- 
ability for promotion, training recommended, etc. Search- 
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Ins Question# can be provided to draw out the type of In- 
forsiatlon desired. 

PRINCIPLES OF M^IT RATING^ 

Based on phases of merit rating discussed so far In 
this study, some principles can be derived and will be 
stated herewith: 

1. The merit rating program used must be tallor»oade 
for the particular circumstances In which It Is to function. 
There Is no one best merit rating system for all situations. 

2. Merit rating programs should be designed to serve 
specific objectives . Bo not attempt to obtain answers from 
the program which It has not been equipped to give, 

3. Know the disadvantages Inherent In the types used. 
Realization of the disadvantages enables the user to take 
precautions. If more than one purpose Is to be served, a 



For further discussion of principles, see also: 
Walter Dill Scott, Robert C, Clothier and William 
R, Sprlegel. Personnel Management . New York: McGraw-Hill, 
1949. PP. 203, 205-207. 

Knowles and Thwason, clt ., 146-151, 155# 158, 

160-162. 

Rating Employees and Supervisory Perfommice , op . 
clt ., p, 19. 

Paul Plgors and Charles A, Myers, Personnel Admin - 
istration . Hew York: KcOraw-Hlll, 194?. PP. 172-174. 

Michael J, Juclus. Personnel Management , Chicago: 
Irwin, 1951. PP. 255-259. 
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combination of types may be required. This entail# accept- 
1ns an Increasing number of disadvantages, 

4, not expect exact answers from merit rating. It 
Is an Inexact method at best, depending on opinions about 
people rather than some direct roeaoureznent of their perform- 
ance or personality, 

5, Evaluate the Job for which the Individual is being 
rated . Without a Job evaluation, there 1# no basis for de- 
termining which traits are applicable, nor any basis for 
ins\irlng that all raters are using the same standards, 

6, Behaviors and traits must be observable , 

7* Traits and behaviors rated must be those related 
to performance on the Job under consideration, whether it 
be present or future. No Irrelevant traits should be 
listed. In the case of check list methods, the statements 
must apply. When comparison systems are used, the rater 
oust take Into account what constitutes overall Job per- 
formance . 

Avoid overlapping traits . Reduce number of traits 
until there is a real distinction between each of then, 

9. The merit rating plan must have the whole-hearted 
support of top level management , 

10, The program must be accepted by all hands involved 
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other than top nanagement. The goal to be aimed for la 
whole-hearted support by the entire organization, but the 
essential minimum for success Is acceptance. 

11, Raters must be educated In Its purpose and trained 
In Its use . They must understand the what and why, as well 
as the how of the merit rating program being used. 

12, Ratees must understand the purpose of the merit 
rating program and Its advantages to them In fairness, less 
favoritism, etc, 

13, Rater must know the man he rates . Each rates should 
be rated by at least two raters If possible. However, rat- 
ers must be limited to those who can and do actually ob- 
serve the performance of the ratee,^ 

14, Completed merit ratings should be comparable , 
successive ratings on the same individual must be consist- 
ent, whether marked by the same rater or not. Also ratings 
of a person in one area should be comparable with ratings 

of another individual in a different area, if both are being 



The rater may receive reports on a particular phase 
of the ratee’s performance from an observer, but it is up to 
the maja who knows him to correlate such bits of Information 
and come up with a final rating. In this example, the rater 
might not actually observe every performance, but he ob- 
serves most of them. 
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considered for the same Job, 



^5* Traits and trait degreca must mean the satae thing 
to each rater . Wording should be such that the rater can 
visualize which acts constitute a specific trait degree. 
Descriptions should be as objective as possible, 

16. Discuss the rating with person rated . The com- 
pleted rating should be In such form that It can be shown 
to and discussed with the ratee,^ Due to the nature of 
the forced-choice type, It should be supplemented with a 
trait list to abide by this principle, 

17. Limit dissemination of ccHspleted ratings to the 
ratee and those In management who need to know. Otherwise, 
keep material confidential . Confidence In the fairness of 
the merit rating program will be Improved thereby, 

18. Check and review cwnpleted forms for rater con- 
sistency, rater errors, and to maintain continuous evalua - 
tion of the ratees , This should be done by a central 
agency. 

19 . Continuously evaluate the program for improve - 
ments , This Includes Improvement in form design, descrlp- 

^ Probably the most valuable by-product of the merit 
rating systems is the opportunity afforded those rated to 
find out what others think of their ability, so that they 
may continue to Improve themselves. 
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tlons, etc, 

20* Publicize achievements of merit rating plan In or- 
der to increase confidence in and acceptance of the program. 
In this way Its effectiveness and vrorthwhlleness In terms of 
effort and coot will be evident. 
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CHAPTER V 



THE NAVY P1TNES3 REPORT 

HISTORY^ 

Toward the end of the last century, the Navy Depart- 
ment because aware of the need for evaluating naval of- 
ficers In a manner which would facilitate the comparison 
of officers In each grade as a basis for administrative 
actions, such as detail and selection for promotion. In 
1891 a ’’Report on the Fitness of Officers” was published 

O 

for service use. This report provided a means for com- 
manding officers to comment on characteristics Important 
to the effectiveness of the officer being reported on. 
These characteristics were listed as (1) ability to com- 
mand, ( 2 ) manner of performing duties, (3) general conduct, 
(4) sobriety, (5) health, and (6) condition and efficiency 
of conanand. It provided that any special duty to which 
the officer had been assigned be indicated along with a 

^ From data furnished by the Bureau of Naval Per- 
sonnel, Washington, D, C, 

2 

A copy of this form Is reproduced — Appendix C, 
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statement of how well this duty had been performed. Also 
provided on the form was space for t;he couBtandlng officer 
to make any remarks which he felt important tov/ard assist- 
ing in the officer's complete evaluation. 

This foiw underwent a complete revision in 1912, The 
number of characteristics to bo considered was Increased 
and it was required that reporting officers evaluate of- 
ficers on a 0 to 4.0 scale. Since then several revisions 
have taken place, ^ 

REVISIHO A FITNESS REPORT 

The methods by which fitness report forms are created 
are many and varied. The form revised in August 19^3 
(Appendix 0) was evolved by the introduction of changes 



See sample forms in Appendices as follows: 

D - Report on the Fitness of Officers (April, 1923) 

E - Report on the Fitness of Officers (July, 1928) 

F - Report on the Fitness of Officers (Sept,, 1930) 

0 - Report on the Fitness of Officers (Revised 8/43) 

K - Officer's Fitness Report (Revised 6/45) 

1 - Report on the Fitness of Officers (Revised 3/51) 
J - Officer's Fitness Report, USMC (Revised 7/50) 

K - Chief and First Class Petty Officer Evaluation 
Sheet (New 12/49) 

These are by no means all the revisions that have taken 
place. They do indicate the efforts being made by the Armed 
Services to correct deficiencies when they appear, and to 
overcome rater errors by changing the form design from time 
to time. 
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shown necessary by continued usage. As needs for sore in- 
formation arose, additional items were added until the form 
became so cumberscmse that It could no longer be used. It 
was then streamlined and the growing process started again. 
The 19^3 revision was made by a group of industrial person- 
nel experts on duty In the Navy, It was engineered to meet 
the specific needs of selection and detail. 

The latest form In use (Appendix I) resulted from a 
study of all contemporary forms and those used In the past. 
This study Included the Army form, the Air Force form, the 
Marine Corps form, and all previous Navy forms. The re- 
sults obtained from each were carefully considered. The 
stxidy Indicated that, however Imperfect they might have 
been, the results obtained from the old Navy form (Appen- 
dix 0) were the most satisfactory. The moat recent form 
(Appendix I) Is simply a reengineering of the older form 
with the Items that were not being used eliminated. Some 
of the detailed Instructions formerly Issued with the older 
forms were purposely omitted because It was thought that 
fewer injustices would result If each reporting senior were 
permitted to use his own Judgment In painting the desired 
picture of his Junior’s performance. 

It has been found that the task of revising the fitness 
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report fona it complicated by many factors. Some of these 
are indicated below: 

1. The indivldxMil, and often conflicting, ideas of 
nvBtei*ou8 naval officers must be consolidated Into a repre- 
sentative form which will be acceptable to the service and 
administratively feasible. 

2. Changing conditions in the Navy require emphasis 
on new developments. There Is often a tendency to let the 
new material added get out of balance with the fundamental 
material desired In such a report, 

3. Each new form and system has eliminated some of 
the disadvantages of the pi'ccedlng system, but has also In- 
troduced new abuses and troubles which were not apparent 

In the previous form. 

k. The strong feeling of fellowship among naval of- 
ficers and the necessity to maintain morale results in the 
majority of officers being rated In the top ten per cent 
of their grade. Obviously, In any grade seventy per cent 
of the officers cannot be in the top ten per cent, but 
with the system In effect In 1950, this was apparently 
the case if one could believe the rating section of the 
fitness reports. 

5. Test runs were made where the marks had no bearing 
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on the career of the officer concerned. Under these con- 



ditions results were generally valid. When the rating form 
was actually put into use, however, the marks were higher 
than in the test run and, from past experience, they usual- 
ly continue to become still higher. 

6, There is a natural reluctance on the part of re- 
porting seniors, or on the part of most other individuals 
for that matter, to make unfavorable conment on their sub- 
ordinates for official pxirposes, 

7. There should be some continuity of any new form 
with previous forms if any continuous evaluation is to be 
made from the complete fitness report file. 

A study of the reports submitted in all previous Navy 
systems Indicated that while check marks assigned in the 
various categories tended to be concentrated in either the 
topmost or bottom brackets, the comments were generally 
more constrained. For this reason users of fitness reports 
have come to rely on the comment section rather than the 
numerical marks. It is believed, therefore, that improve- 
ments can best be gained by simplifying the numerical sec- 
tions and retaining the comment section. 

Probably the hardest task connected iirlth any revision 
is to Implement the use of the new fitness report forms in 
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a way which will secure and maintain the wholehearted coop- 
eration of the reportlns seniors, 

FEATURES OF TIIE CURRENT FITNESS REPORT 

The ciirrent Navy fitness jreport^ includes the follow- 
ing features: 

(1) There la lncox*porated a list of traits with a de- 
finition of what each is meant to convey to the rater. 

There are four degrees of each trait, plus a column to be 
used when the trait has not been observed. Three of the 
degrees have a description stated in operational terms, 
while the fourth degree is labelled ’‘Unsatisfactory" with 
no additional description. The trait degrees are further 
divided into two equal boxes to represent a higher or lower 
amount of that degree. In all, there are thirteen traits 
to be rated. This type rating form can be described as a 
multiple-step rating scale. 

(2) It is mandatory that the completed report be shown 
the ratee if there are any unfavorable comments. A space 
has been provided in which the rater must indicate whether 
the report has been shown to the ratee and v;hat, if any. 



A copy of the latest fitness report has been in- 
cluded as Appendix I, 
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Improvement has been noted, 

(3) There is Included an additional report on current 
performance. Each of the performance items must be graded 
by a nxajerical mark on a scale of 0,0 to 4,0. A mark be- 
low 2,5, in any of the nine spaces provided, constitutes an 
unfavorable entity and requires that the report be shown to 
the ratee, 

(4) There are two critical statements that must be 
answered by the rater — what he thinks of the particular 
officer in respect to others of the same rank and approxim- 
ate oeirvlce, and a statement of how anxious the rater would 
be to have the ratee under his consaand in time of war, 

(5) Another feature that is critically examined by se- 
lection boards is the comment section of the report. It is 
in this section that the rater must make an appraisal of 
the ratee. This space cannot be left blank, 

(6) Space for certain admlnlatratlve information la 
also provided. This additional data Includes such things 
as length of present tour of duty, various duties assigned 
during the period of the report, reference to any commend- 
able or adverse reports concerning the ratee during the 
period, etc. 
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PURPOSE 



The purpose of the fitness report Is to provide for 
each officer a complete and continuous record^ of all 
time spent In an active duty status. The record must he 
In sufficient detail to permit assignment to tasks for 
which best qualified or to those In which additional train- 
ing Is needed (depending on the objective which best meets 
the cuxTent needs of the United States), it should also 
permit a selection board to obtain a sufficiently accxu^ate 
picture of the officer to arrive at a valid decision con- 
cerning his qualification for selection without the neces- 
sity of calling him before the board In person. Prom time 
to tine, various other lnfoi*matlon Is required on the fit- 
ness report In an attempt to gather everything In one re- 
port Instead of requiring several administrative reports. 
While this method has merit In reducing the number of re- 
ports, It tends to make the completed fitness report unduly 
long and time-consuming for the rater to complete. For 
that reason, there Is a continual shifting between longer 
and shorter forms, l.e., attempts to delete information 

^ The complete fitness report file on each officer 
Is maintained In the Bureau of Naval Personnel, Washington, 
D. C. 
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that iB no longer needed vereui the desire for other in- 
formation which it appears advisable to obtain, 

WEIGHT OIVEN FITNESS REPORTS IN SELECTION FOR PROMOTION 

The fitness report is the primary document on which 
all promotions and details are based. However, the exact 
weight given an officer's fitness report by any particular 
selection board when considering him for promotion is inde- 
terminable, The precept for any selection is very broad, ^ 

It simply asks the board to select from the officers elig- 
ible the ones that the board considers to be the best fitted 
for promotion. The number to be selected is set forth in 
the pi*ecept. Therefore, other factors such as pi*ofesslonal 
reputations, qualifications for specific jobs, record in 
combat, etc., all enter into the pictxire and the weight 
accorded each factor is a decision that each board must 
make for itself. 

The information furnished the selection board is that 
contained in the fitness i?eport jacket, the selection board 
jacket, material concerning the officer which is held by 



See Appendix L for sample precept convening a se- 
lection board appointed to select line officers for pro- 
motion to Hear Admiral, 
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the Judge Advocate General, and the »edioal record for each 
Individual eligible for consideration.^ 

Quite naturally, the aervice reputation of the officer 
under consideration and the personal knowledge that board 
nembera may have relative to any circumstances incident to 
an unusual fitness report are considered in addition to the 
written records. 

The fitness report carries major weight in the selec- 
tion board's determination in the case of Junior officers. 

As the prospective selectees become more senior, the fitness 
report carries less and less weight relative to other fac- 
tors. 

As the service reputation of the senior officers is 
better known and because the fewer prospects to be consid- 
ered by the more senior boards permits more time for con- 
sideration of each individual, these factors have an in- 
creasingly greater influence in the selection of senior of- 
ficers than in the selection of Junior officers. 



The selection boax*d Jacket contains a recent photo- 
graph, information on background — both prior to naval ser- 
vice and in service, citations, awards, discipline, and 
miscellaneous correspondence. The material from the Judge 
Advocate General’s office will contain records of courts, 
investigations, etc,, if any. 
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CHAPTER VI 



MERIT RATING IN INDUSTRY 

As Stated In Chapter II, aerlt rating in Industry got 
Its first real iopetus in the United States shortly after 
World War I. This was largely, if not entirely, due to the 
experiaentatlon conducted by the U. S. Amy, The U, S. Civ- 
il Service had also been using merit rating for some tlaic 
(since 1910); but most coiapanles that adopted merit rating 
plans probably started with a form of the Array system. Each 
company gradually modified the plan to suit individual 
needs. In 1926, Mr, John W. Dalzell, of the Ferro-Concrete 
Company, estimated that most companies had gotten away fx* 0 B 
the Amy rating system by that datc,^ 

Indus try *s approach to merit rating has been to develop 
a plan which can be used primarily at the worker and first 
line supervisory levels. There is relatively little evidence 
of its utilization in administrative management, as la the 
case in the Navy. Rather, the emphasis in Industry’s upper 
operative and all administrative levels is on training plans 

^ Harvey 0. Ellerd. "Rating Supervisors," Production 
Executives Series No, 42, AMA, 1926, p. 11, 
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designed to give the executive an overall grasp of the or- 
ganisation, So»e of the training plans currently in favor 
are: (1) Job rotation, (2) participation in high level de- 
cisions through raanageaient boards or coiianlttees,^ (3) some 
role playing (but usually at the lower supervisory levels), 
and (4) utilization of special college training pi*ograin3 
(case study nethods, etc,). Actual selection for proaotlon 
within these levels seenss to be by favorable rocoasiendatlon 
of the Imediate superior, and by approval of the Board of 
Directors if the proaotlon is to a position of top level 
responBlblllty, 

Where the situation is such that those in top manage- 
ment know all prospective promo tees in the organization who 
will be ready for top level billets within the next several 
years, it is probably absurd to go through the mechanics of 
merit rating to aid in the final selection of the promote© 
when a vacancy occurs. In these Instances, all-around train 
ing, followed by designating understudies, might be a more 
realistic and satisfactory approach. This will apply to 
most concerns until they grow to several times their present 

^ Cliarlos Peiry KcCormlck. The Power* of People . Kew 
York; Harper and Brothers, 1949. 136 pp. 
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In the larger industrial enterprises, this line of 
reasoning should not be followed. Surely, concerns coca- 
prised of nany catabllslanents Bust have great difficulty 
trying to compare possible proraotees to top management. 
Their possible sources would Include administrative exec- 
utives located all over the United States and also, perhaps, 
in other parts of the world. In such cases, a fora of mer- 
it rating would seem to be an answer to the problem. How- 
ever, within the libraries at the Ohio State University, 
no concrete evidence of the use of merit rating to select 
executives for promotion to the top nanageaent level has 
been found. There is plenty of evidence that industry is 
pretty well sold on the use of merit rating for employees 
through the supervisory level. Halsey gives indication that 
industry is also seriously considering the use of merit 
rating for higher executives when he says, 

“The chief executive of a nationwide business 
with a dozen or more stores or factories in differ- 
ent parts of the country needs a carefully designed 
rating fora to help him organize his thinking about 
the top-flight executives under his supervision. 

Just as much as does the supervisor of twenty or 
twenty-five clerks or machine-tool operators — 
probably more so. The importance of the decisions 
Involved is so great that It is worth while to 
spend considerable time and effort in designing a 
detailed form which is exactly applicable even 
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though there may be only a few persons to be 
rated. Such was the opinion of the chief ex- 
ecutive of a group of about twenty large 
stores 

The observation Is herewith advanced that Industry Is 
alert to the possibilities of merit rating as an aid In se- 
lecting executives for all levels of management, but does 
not as yet actually make full use of It for that purpose. 

In an attempt to lend weight to this assvaaptlon, queries 
were sent to several concerns. The replies Indicate util- 
ization of merit rating as follows: 

1. Johnson and Johnson have an executive rating form which 
seems to be quite adequate for Its purpose. Utilization of 
the form Is at the discretion of each division head. Most 
of these men use the completed ratings In analyzing replace- 
ment and training needs. 

2. Goodyear Tire and Rubber Company also uses an executive 
merit rating system. They call It "Analysis of Deployee 
Progress." These rating sheets are required for all field 
salary employees Including store managers » district sales 
supervisors, assistant district managers, district operating 
managers, etc. The ratings are required every six months, 

^ George D. Halsey, Making and Using Industrial Ser- 
vice Ratings , New York: Harpei* and Brothers, 1944, p, 69 » 
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Upon oonpletlon, they are reviewed by the Division Person- 
nel Managers and then forwarded to the central personnel 
agency for analysis and flic. The rater must appraise the 
eaployee being considered and rate hiia In one of the follow- 
ing categories: "A” - Eaployee doing very acceptable Job 
on present position and ready for Isntedlate advancement; 
'’A(-)'’ - Employee satisfactory, shows promise, will be 
ready for advancement within one year; - Acceptable 

but not ready for advancement; ”B” - may qualify for pres- 
ent Job but definitely needs assistance of superior to re- 
tain Job; ”0’’ - To be replaced immediately. 

Both of the above executive rating proeraas are good 
examples of the possibilities of merit rating. They could 
be Integrated very easily Into a plan of executive inven- 
tory control,^ Proa the description furnished with the 
forms. It appears that, even with these forms, there Is no 



^ Executive Inventory Control is a method of estab- 
lishing executive reserves now used by several companies. 

It Is basically an analysla of the potential of the exec- 
utives on hand and the development therefrom of a replace- 
ment table (or chart) for all or some of the executive posi- 
tions In the organization. 

K, G. Asbury, Personnel Administration at the Exec - 
utlve Level. Annapolis, Kd.: U.S. Naval Institute. pp, 

32Hf3; 

H, W. Haight, "Case Studies in Executive Develop- 
ment: I,” Personnel, AMA, Vol, No, 1, July 1950, p. 23, 
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attempt to carry executive merit rating above the operative 
management level. To validate this opinion would require a 
better knowledge of the make-up of the Jobs for which ratings 
are required. However, it is not too great a step from rat- 
ing operative executives to its application for administra- 
tive executives also. 

An additional consideration is the fact that many in- 
dustrial executives of top management caliber are brought 
into the organization from other sources, rather than pro- 
moted from within, A merit rating program would probably 
be of less value than other available methods for determin- 
ing which of several executives outside the organization 
would be best, Llkewlce, it would be of little help when 
comparing available talent within and without the establish- 
ment, If, by some sort of conmon agreement among Indus- 
trialists, it becomes socially unacceptable to pirate exec- 
utive talent from other concerns, perhaps there could be 
some cooperation in making available the ratings of execu- 
tives who are in excess of the needs of one concern to other 
concerns that do need such executives. 
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CHAPTER VII 



COMPARISON OF NAVAL AND INDUSTRIAL 
TRAINING AND PROMOTION PROBLEMS 



Although industry has not yet begun fully to utilize 
nerit rating at the top adiainistratlve level, it has made 
great strides in developing its use at the worker and lower 
supervisory levels. It was through study of the writings 
of many industrial users of merit rating that the princi- 
ples given in Chapter IV were evolved. On the other hand, 
whereas records show that the Navy has used merit rating 
for at least sixty years, the system used for the i>etty of- 
ficers (supervisory personnel) and other enlisted men has, 
until very recently, been of a very simple type. The first 
advance of any significance was the introduction in 19^9 of 
the "Chief and First Class Petty Officer Evaluation sheet" 
(Appendix K) . The Navy, then, has been working for better 
merit rating for executives above the first line supervis- 
or, while industry has been improving merit rating for first, 
line supervisors and below. It may be a propitious time 
for Industry and the Navy to study the advances accomplished 
by each other. 

There is a distinct difference in the problems facing 
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Industry and the Navy in the preparation of top level exec* 
utlves. Although both follow tho basic administrative prin- 
ciples In the running of their organizations > industrial 
leaders are not required to have an additional highly spec- 
ialized knowledge at that (top) level. ^ The naval top line 
executive must. In addition to his administrative ability, 
have knowledge of the sea — on, over, and under. He must 
know the limitations of his equipment, have an Insight Into 
strategy and tactics that an enemy might decide to use and 
be able to originate and execute a counter plan to combat 
It, etc., etc. For this reason. It Is seldom possible to 
bring In outside executives to fill top naval line billets, 
whereas a top level executive In Industry frequently Is 
brought Into the business organization at that level. The 
special knowledge of a senior naval line officer Is not sim- 
ilar to any other occupation, whereas administrative know- 
ledge picked up In one concern may be Just as applicable In 



Industrial executives ready for general administra- 
tive responsibilities will z*equlre a high order of Intelli- 
gence, a broad background and experience, considerable matur- 
ity, and a broad point of view. Some practical experience 
Is always valuable, but specific practical experience is 
less Important here than it is for a staff or operative ex- 
ecutive. 

Ralph C« Davis. Industrial Organigatlon and Kanase- 
nent. New York: Harper and Brothers, 1940. p. 3^. 



67 



MOkLtW.LjUCIRP ^ ** ^ •wXO’it 

•«w<^ tMl>iaif c» watf c4 ^U09% ««« M 9mi*mi 

«iii «Ji JAM fHI ^.iMf l»> ilMMil 

ifsxisAa «wii««iiJif|iCA «I4 ai 

#iDfli M Mk ,W9m .<»' — e^» *.« 

«i»M» .^VIO^feVT* di^ % ml!ta*4«i^A ' -rs*^ 

sm ^ tsf f^K§»0 \M 0SM 

^ if r tCJTS x.0^9 

#•* ttn s0 9Mf4tMm *x %pftattf 

tij «• I tVlfv39M 

«f •Ivrd •« ^ >‘s«m ^-«a0 

« ^ 9 *y\o mLti X4l0«t n ^ 

*nrrt avt^rxftinid# aopntfv IMM fM mil 

oc iTranTfug «• mr^ ••! ««mp»* mo mi m ^nra 

«M»rw*w iiscAMiQ mdI mfnij im MMif ■ umi ..^i 

•i 00 X^ 3 %* ^1 %| 

••l##tvf» «D ■ sa^ «1 ti Bad «M0 fdiafmiliqiaf «Mi 

•«¥i#t*»4 

^yyiH fpi ^ ffi|i|f lao i L I^vt»»>.. i£ t%SM9 .« Mam 

-ft;. ^ Hf«^ MM , fA0a 

T^ 



another concern dealing In an altogether different product 



1 



In fact, a conaiderable number of retlx*ed flag officers from 
the various armed forces have been holding down top level 
civilian jobs with evident success. This seems to bear out 
the theory that the principles of top management are similar 
wherever found and that general, rather than specific, tech- 
nical competence is required of the top management executive 
in industry. 

To insure that sufficient talent will be available when 
needed, each navel officer receives continuous training as 
he advances in rank. Industry has not been so persistent in 
its executive training programs. For one thing, executives 
in industry are more apt to move from one concern to another, 
whereas the number of U. S. Navies available to a naval of- 
ficer are distinctly limited. Industry has found that plck- 



Payol recognised that most of the qualities and kix>w- 
ledge desirable In a higher manager are the same in any field. 
He listed the following: (1) health and physical vigor, (2) 
Intelligence and mental vigor, (3) moral qualities, (4) sound 
general education. (5) managerial ability, (6) general know- 
ledge of all essential functions, and (7) competence in spec- 
ialized activity of the organization. Coimnentlng further on 
these desirable qualities, henys, ’’The Individual, commer- 
cial, political, military, and religious leaders of compar- 
able rank arc alike as far as the first six categories go, 
and differ only in the matter of specialized activity char- 
actorlstlo of the enterprise.” But he says further that gen- 
eral abilities carry an executive to the forefront after his 
technical ability brings attention. 

Honrl Fayol. General and Industrial Management , Trams- 
lated by Constance Storrs. New York: Pitman, 1949* PP. 73-74. 
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Ing an executive for further training, such as by the use 
of an understudy aethod, nay tend to discourage others not 
so selected. PurthersKjre, the selectee hlrrmelf «ay becoase 
discouraged If he must wait too long for the expected ad- 
vancement.^ Mandell points out that In the Arwed Services 
the dangers of early selection are reduced by a number of 

p 

factors. 

1. Graduates of military, naval, and Coast Guard acad- 
emies who are not suitable for higher executive positions 
can fulfill their careers by high quality work In technical 
or supervisory jobs, 

2. The Services provide extensive training and devel- 
opment opportunities which compensate for the Initial handi- 
caps of some persons. The training and developnjent pro- 

grajB Is a c ontinuous one, whereas In civilian life 

^ Tead says, "Many a potential top administrator is 
lost to his best effectiveness by delays (for whatever reas- 
on) in giving him the chance to measure his talents against 
greater responsibilities." 

Ordway Tead, The Art of Administration. New York: 
McGraw-Hill, 1951. — 

Freeman and Taylor sum up their concept of the argu- 
ment against prior selection of executives in industry as 
follows: (1) By survival of the fittest, there will always be 
some nan ready to step Into any situation when it aui'lseo. 

(2) Personal capacities cannot be measured outside the situa- 
tion where It Is actually used. (3) Errors in selection can 
be virtually eliminated by pirating proven talent, leader- 
ship demonstrated in rival or related firms can be paid to 
serve new masters, 

G, L. Freeman and E, K, Taylor, How to Pick Leaders . 
New York: Punk & Vagnalls In association with Modern Indus- 
try Magaslne, 1950, p. 4. 

Milton M, Mandell, "Problems In Executive Selec- 
tion," Advanced Management, March 1952. pp, 17-18, 
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executive training progr^s tend to be of too brief dura- 
tion. 

3. The selection process in the Armed Porcee is such 
that a greater proportion of potential executives will be 
produced than in civilian life. 

As stated pi*eviou8ly, the number of executives in an 
industrial cstabllshraent who are being considered for promo 
tlon to top level responsibilities will, except in the larg 
cr organizations, be relatively email. In such cases, all 
proaotable executives will be known personally by their 
seniors. There is, therefore, no reason in the small con- 
cerns for a merit rating system to help the top managers 
decide which executive to promote. 

The larger concerns, on the other hand, have much the 
same problem in selecting the best executives for promotion 
to top management as that present in the Navy, Writers on 
the subject recommend a span of executive supervision be- 
tween three and nine or ten for the average top level exec- 
utive,^ These are recommended figures which are often ex- 
ceeded, It appears possible. In case the top executive 

^ Ralph C, Davis. The Fundamentals of Top Nanasement . 
New Yorks Harper and Brothers, 1951. pp. 272~27b, 
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vacates his Job, that come or all of his iimediate subor- 
dinates will be considered for the position. With the pos- 
sibility of as many as a dozen candidates (or sore) for a 
top level position, laerit rating could certainly aid in the 
final selection. 

In the Jiavy each year, one out of approximately thir- 
ty-six eligible Captains must be selected to fill each top 

level (flag rank) vacancy,^ It has long been recognised 

o 

that this selection is a very serious aatter. It has fur- 
ther been recognized that a merit rating systeii is needed 
to assist the Selection Board in making its decision. This 
aid is available in the fitness reports for each naval of- 
ficer, As pointed out in Chapter V, the fitness reports 
carry considerable weight, but other factors such as Icnown 



^ In 1951 > there were approximately 1470 Captains el- 
igible for promotion from which number 36 were actually se- 
lected for promotion, 

p 

The following extract from the United States Naval 
Regulations and Naval Instructions, 1913# P* 74-1, is as 
applicable today as when it was written: ”The fitness of 

an officer for the service, with respect to prcaaotion and 
assigrmient to duty, is determined by his record. Reports 
on fitness and special reports are decisive of the service 
career of the individual officer, and have important in- 
fluence on the efficiency of the entire service. The 
preparation of these reports is, therefore, one of the most 
important and responsible duties of superior officers," 
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performance over the years of service will also carry con- 
siderable weight. Generally, a poor fitness report will 
cause the candidate to fall of selection. The ZM»verse does 
not automatically hold true, however. 
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CHAPTER VIII 



CONCLUaiONS AND RECOMMENDATIONS 

EVALUATION OF FITNESS Pu^:PORT 

Tho Navy fltncso report will be eval\iate<5 by coiapar- 
Ins It against the features that seen to work best for in- 
dustrial users of merit rating* Vith this in aind* com- 
parison will be made with recoisniended forts design and also 
with the principles of merit rating. Both of these sub- 
jects were covered in some detail in Chapter IV, Therefore, 
recommendations will be considered in the some sequence as 
previously discussed* In each case, the recommendation 
will be restated, followed by coranent as to whether the 
fitness report and recoianendation seem to be in accord* 

A* Rating Form Design - a Comparison 
Rating form should not look complex to the rater. 

The current fitness report form is not unduly complex. The 
administrative details have been reduced to a moderate a- 
nrount. There is no final index that must be computed, 
either by the rater or by a central agency* 

Hote t The following features arc recommended if careful 
consideration indicates that the added UlcadvantagcB do 
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not outweigh the advantages. 

Rate all persons on one trait before pi*oceedlng to the 
next trait . 

This tends to eliminate the halo effect arising from try- 
ing to Judge all the traits of one individual before con- 
sidering the same traits of each of the other subordinates. 
The form arrangement is such that there Is only one ratee 
on each fitness report. However, It would be possible for 
the rater to consider all officers under his Jurisdiction 
on one trait at a time by making up a rough form for that 
purpose. In making trait degree Judgments, both present 
performance and future potential must be considered. Upon 
completion of grading all traits for every subordinate, 
each officer’s grades would be transferred to his own smooth 
report and the rough form destroyed. Due to the manner in 
whloh fitness reports are utilized for promotion, assign- 
ment to duty, etc., and In view of the confidential nature 
of each officer's report. It would not be feasible nor de- 
sirable to file reports with several officers per trait on 
each sheet, ^ 



The Writer has used this method. It seemed to him 
that the resultant ratljiga were less biased, l.e., more 
nearly a true picture of the ratee, than when each ratee 
was considered on all traits without trait- by- trait compar 
Ison with others of the 82i*e relative rank and experience. 
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Vary position of high and low trait degrees » 

The position of trait degrees Is not varied frwa line to 
line. However, the direction has been reversed from the 
previous form, i.e., unsatisfactory Is toward the right on 
the new form whei*eas It was on the left on the superseded 
model . 

Indicate " normal distribution * of any group . 

The older form included an Indication of the percentage of 
any group that would normally be expected to possess a trait 
In any specific degree. Due to the difficulties described 
below, this feature has been discontinued. 

In 19^» after forced distribution had been a feature 
of the fitness report for a year or more, it was estimated 
that raters were rating between thirty and fifty per cent 
of all naval officers In the space labelled "within top 
lOj^." By 1950 the number of officers "within top lOjt" had 
increased to an estimated seventy per cent. One explanation 
for this phenomenon is tliat many raters were confusing nor- 
mal distribution of people's abilities with a percentage 
scale or grade for performance on the Job, It was like 
grading an examination; Job performance was being marked 
on a 0 to 100^ basis. If an officer’s performance of du- 
ties met the requirements of the rater, the ratee was con- 
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Bld®red to be ninety per cent or better In Job performance 
("within top If he did his Job roughly eighty per 

cent satisfactorily, he was rated to be "within next 20j<" ; 
and, if he did a mediocre Job on the order of half what the 
rater desired, he was rated fifty per cent which brought him 
Into the "within middle group. Because of this "sjan- 

Job" thinking on a featux^ of the form designed for man-to- 
man ccmiparlson, practically no one received ratings below 
the middle forty per cent unless they were completely un- 
satisfactory. Usiially, In such a case, the rater skipped 
the column designated "within next 20j(" and graded the un- 
satisfactory officer "within bottom lOjS". The result then 
was that most officers were graded seventy per cent or bet- 
ter on their Jobs, a few were doing half a Job, and a few 
were unsatisfactory. Most raters felt that the preponderance 
of their officers were doing ninety per cent or better work, 
as Indicated by the bunching of ratings "within top 10^." 

Require rater to Justify his Judgment on each trait de - 
gree . 

No space Is provided for Justification of each trait degree 
selected. There Is, however, provision for suTifflarizatlon 
of the ratee’s worth to the organization. 
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Require rater to ouianarlze overall worth of ratee , 

This is requlx*ed (see above). There are good Instructions 
on the form which clearly indicate the type of subject to 
be included in this 6\o»neLry. 

B, Principles of Merit Rating •» a Cotaparlson 
The Navy fitness report will next be compared with 
the principles of merit rating that have seeraed valid to 
users and students of merit rating. 

Must be tailor-made . 

The Navy has discovered that there is no ”one best” system 
of merit rating, as evidenced by the changes incorporated 
from time to time. Although the present revision was devel- 
oped after consideration of forms used by all armed ser- 
vices, the product represents a continuing attempt to ob- 
tain a rating form which is tailored to best fit the needs 
of the Navy, rather than a general form. 

Should be designed to serve specific objectives . 

There is a question whether the report has not been de- 
signed to serve so many purposes that it does not serve any 
of them as well as it could. Some of the objectives which 
it attempts to serve are: (1) as an aid in selecting for 

promotion, (2) as an aid in proper assigraaent to duty, (3) 
as an indicator of the ratee *s value to the Navy in his 
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present job, (4) as a device which way be used for retee 
li«ppove«ent, (5) as an Indicator of the rater's cBtimate 
of the ratee's value in time of war, (6) as a means of com- 
paring the rate© with those of his contemporaries known to 
the rater. 

Know the disadvantages of the merit ratin,^ system used . 
The disadvantages of the fitness report are probably not too 
well known to the raters. This study brings to light some 
possible disadvantages and advantages. The possible disad- 
vantages arc stated, where applicable, under each principle 
of merit rating, A further discussion will be undertaken In 
the next section — "Conclusions," 

Do not expect exact answers , 

This precaution seems to be understood by most i*aters. 

Eva luate the job for which the Individual Is being 
rated. 

This principle does not appear to be followed. Each rater 
has his own conception of what the job Is or should be and 
operates accordingly. It may well be that it would be im- 
possible to make a job description for an officer of any 
particular rank. 

Behaviors and traits must be observable , 

All listed qualities are so described In operational terras 



78 



■MWV AaM <*# to Wito I M I tM, fa»M^ 

ummtf ot t« <«^i#ornr^ u o > «#w««*TOy 

%* fllBM • 4 f .H«r tv o«v At OIO V«*OM «l» %P 



«$9B — * >w ^<0 fhr^ t«H ^ ivftg?oT»r»vJ» s|£ <w»f 







. Ottf Of * ^ |l^|JV«*V aaaii vm 

^•i 4 M 9 ar < *S»j 5 « 4 W «Q 

rnmmm #m tfd ^ o f>Bovo » «Mr 

iJ Up^fiAgl v»| vvl*w 2^ ^ ^ miwAOt 

'isa 

«MJK <tL«s fiMftjf *u A-* ^Mvq%i tm fto vrMoitv Oftr 

9>i ftfiMfii T* tl Aa>» )* iK>Ji^«j>ii»6J tXA 10 

<01 M ftCao II Anar M lUiV «a» «l ri-mci 

fO mHIa O «Vt I9t * #<» iiAlvOq 

.MV VAlAstlM 

»L-'^n li &a €^il 3 l 129 

of «r« «>f» ir^fft fQF IHVvcl liA 

9 f 



on the fltnea* x*eport that they are observable . However, 
there may be traits that are not applicable to all ranks. 

Behaviors must be related to perfortaance . 

The Job under consideration »ey be the present or a future 
one. The fitness report does not differentiate between 
those traits required for the present and futtire Jobs, This 
can only be Justified if it is determined ttiat an Ensign's 
and on Admiral's Jobs require the same traits. 

Avoid overlapping ti^its , 

Some traits on the fitness report might be considered to 
overlap. For example: "intelligence," "Judgment," and 

"initiative'’ seem to shade into one another; the same ap- 
pears to be true of "force" and "perseverance." The remain- 
ing traits do not seem to infringe on one another. 
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Must have wholehearted support of top level panageaent « 



This la the case.^ 

Must be accepted by all hands involved . 

It is,^ 

Raters aust be educated in its purpose and trained in 
its use. 

This has not been done. The assuaption was apparently taade 
that the detailed instructions accompanying each previotuB 
revision of the fom would be sufficient. No other con- 
certed action 1^8 made to enlighten the rater on the exist- 
ence and evils of such things as "halo effect," "constant 
error," "consistency," and the like. The newest forra con- 
tains no detailed instructions at all except in regard to 
the "coment section." 



Merit rating has been a part of the U. S. Navy for 
such a long time that it has become traditional. The United 
States Naval Regulations and Instructions, 1913 , pages 71-1 
through 7^-1, gave detailed instructions on reporting the 
fitness of officers. Article 1715 of the Regulations for the 
Qovernaent of the Navy of the United States , dated Pebru- 
ary 25, lS93» gave instructions on the sane subject. Records 
prior to that date are not inuoediately available. 

A report on the fitness of every enlisted man and of- 
ficer must be made periodically. The report on the senior na- 
val officer is submitted by the Secretary of the Navy, Fit- 
ness reports on all other Navy personnel are made by their 
superior officer. 

Current Instinictions on naval fitness reports for of- 
ficers are contained in the Bxireau of Naval Personnel Manual, 
19^8# Article B2202j and in Article 1701, U.S, Navy Regula- 
tions, 19^8. 
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Raters muat xmdar stand purpose and Its advantages to 

th— . 

Here again. Instructions have teen insufficient. 

Rater emst know the man he rates . 

This is true in all but the largest cosHsiands. Even in those 
larger coananda, the senior officer signs the report, but 
x^ceives advice from those officers who are the iaaediate 
superiors of the officer being rated. 

Completed ratings should be comparable . 

This feature is particularly difficult to accomplish in the 
Navy, whexHs officers are serving all over the world under a 
variety of conditions. Likewise, it is particularly neces- 
sary that ratings be coaparable if they are to be of any 
value. There is a continuing attempt to make ratings com- 
parable through changes in the form. 

Traits and trait degrees must have the same moaning to 
each rater . 

The traits and trait degrees are stated in operational terms, 
but are general rather than specific. If the terms were 
really specific, it would be necessary to have a slightly 
different fitness report for each rank. Were that the case, 
action more in keeping with each rank could be objectively 
described. 
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Discuss rating with ratee 



This Is not nandatory, except In the case of unsatisfactory 
reports. Reports are available for perusal at any time of- 
ficer presents himself at the Bureau of Kaval Personnel In 
Washington, D. C. 

Keep aiorlt ratings confidential (other than with ratee). 
This is done. 

Maintain continuous evaluation of the ratee . 

This Is done so that selection boards will always have an 
up-to-date record of the officer at any tlnie. It is also 
required for detail purposes. However, there Is no apparent 
attempt to revlevj forms for the purpose of detcnalnlng rater 
error or consistency except when such Infonnatlon Is needed 
to determine average tendencies, etc., when ravlsing the 
fora. Evaluation for rater Improvement through training and 
education Is not done. 

Contlnitously evaluate program for possible Improve - 
raents In form design , descriptions , etc . 

This is done periodically. 

Publicize achievements of the rat lag plan . 

This is not done. 
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COMCLPSIOMS 



Merit rating is a valmble aid in painting a word pic- 
ture of an individual. It can be described aa a isethod which 
can assist a rater to isalce better Judgmento of each ratee 's 
worth. Of course, the use of merit rating v;lll not help a 
rater who does not follow the rules or observe the px*ccau- 
tlons* For the rater vrho does follow them, there Is the r©-« 
ward of more fairness to rateea and the ability to skim off 
the cream for promotions, particular asslsninents, etc. What 
is the result? The answer Is better morale and better pro- 
mo tees. 

What pert does merit rating have In the selection for 
promotion of the best top level executives In the Navy? The 
answer to that question cannot be given In definite terms. 

The fitness report used by selection boards when consid- 
ering Captains for promotion to flag rank. The proportional 
weight it has compared with other factors ouch as service 
reputation, combat i^oord, etc,, can not be stated. As a 
matter of fact, the proportion undoubtedly cliangcs with 
each appointed board. There seems to be strong evidence 
that a good fitness report does not insure promotion. There 
is equally strong evidence that a poor fitness report will 
Insure failure of selection for promotion. 
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An analysis of the fitness report for® has indicated 
that «0Bt of the industrial writers’ recosaaendatlons either 
arc being used, or that there is good reason for deviation 
therefroa. The record in regard to following the principles 
of merit rating is not quite as good. These variances will 
be discussed below: 

The Navy may be trying to acccwiplish too many objec- 
tives with the fitness report. The validity of this state- 
ment would have to be st\idied by the statisticians. On the 
other liand, there is continual pressure to increase the n\ca- 
ber of items of information that the fitness report can be 
designed to furnish. All in all, perhaps the present report 
represents the nearest to a happy medium that can be ob- 
tained. 

The average rater probably is hazy as to the disadvant- 
ages of the fitness report. It would be much better if he 
were well enotJigb aware of them to avoid some of the pitfalls 
of rating. In contrast, there is every indication that the 
designers of the fitness report are well alerted to the dis- 
advantages of the system. It may be that instructions is- 
sued by the designers fro® time to time would obviate the 
nedesslty of Iceeplng each rater informed of various disad- 
vantages, Unfortunately, sufficient of these instmictions 
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Bsem to be lacking. 

There appears to be no effort to make Job evaluations 
for each rank that a rater could use for co®parlng his sub- 
ordinates* perfonaance against a standard. It may, due to 
the variety of duties that oust be performed by any officer, 
be Impossible to make a Job description that would be of 
any value. Certainly, that would seean to be the critical 
(question. 

A doubt arises whether the practice of using the saoe 
fitness report fora for all ranks is the best solution. 

This policy Is also followed In Civil Service Efficiency 
Reports, but provision Is made for leaving certain spaces 
blank, depending on the type position being graded. There 
would appear to be so little relation to the traits needed 
in an Admiral compared with those required of an Ensign tliat 
different fitness reports v/ould be Justified, 

There la a lack of rater training. At the level being 
considered, that is. Captains who ara i*ated by Admirals, 
there should be no problem. The years of experience in ob- 
sezrving and ratlr^ officers should jaalcc additional instruc- 
tions unnecessary. However, Admirals were appai'ently as 
confused by "forced distribution" as anyone else. If one can 
Judge by the number of Captains rated "within top 10^," 
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Bo that as it nay« there are nany aorc officera who are not 
experienced, but wuat act as raters than there are exi>er- 
lenced raters. If all officers, wlwther now acting as rat~ 
ere or not,, were better Inforoied conccimlng the purpose of 
fitness reports, they would be better able to rate others 
when that becowes necessary. 

Along the sare lines as discussed in the previous para- 
graph Is tho need to publicize tho aohievetBonts of the rat- 
ing prograsi throughout the Navy, A better understanding of 
Its accompllshaients would give greater laeanlng to each step 
in the rating process, 

RSC0KK3NDATI0NS 

1, It it recotmonded that a new fitness report be de- 
signed which would be used for Captains and Admirals only. 
This report could apply to all Captains and Adbnirals, or be 
limited to A<fbnlralB and tho more senior Captains, who are 
within a year or two of consideration for promotion to flag 
rank. By limiting its applicability, the system could be 
made more accurate: traits could be more specific and the 

n\»ber rated being relatively small would permit use of a 
corparlson method if desired. There are probably other ad- 
ditional ways in which accuracy could be improved* Referring 
back to the section on objectives versus raerlt rating plans 
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IF, 



in Chapter III, It would aeen that the priiaury objective In 
thla case would be acciiracy In differentiating between of- 
ficers. Other considerations, such as aiding indlvldxial de- 
velopnent, would not be a particular problem. The systems 
with the best record for accuracy possibilities are the 
weighted check list, forced-choice, paired comparison, and 
rank-order. The system actually selected would depend on 
such factors as which one would be most acceptable to the of- 
ficers Involved as rateira and rateca, 

2. The second recommendation is that more intensive 
tralnlr^ of raters be undertaken. As an exaa^le of the need 
in this regard, the action that might have been helpful 
when it was found that the forced distribution feature was 
not working according to plan will be speculated upon. An 
analysis of the trouble might have been made and further in- 
structions written, the offending feature eliminated from 
the form, or lecture teams dispatched to instruct raters on 
a Navy-wide basis, etc,, etc. Instead, moat raters did not 
realize that their ratings v/ero practically useless. And 
the worst part of this lack of training Is that it still 
persists. Under such conditions, comparability of ratings 
is largely accidental in spite of the effort expended to 
develop the best possible fitness report form. 
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3* Tho next x^cosnendatlon is to make It BMuxiatox^ 

that each officer (other than those officers coveredi by the 

"promo tee to top management level" report described in the 

fiz^st recommendation) be shown his fitness report or a state 

aent be required to indicate why the rater did not consider 

such a move to be desirable in that particular Instance. 

Admittodly, there are certain possible disadvantages to 

showing the fitness report. For example « Halsey^ points 

out that the rater may hesitate to give truthful ratings. 

However, he Joins many other writers on tho subject of merit 

rating in recommending that as a long range policy, ratings 

2 

be shown to the ratee. 



^ Oeorge D. Halsey. Making and Using Industrial Ser« » 
vice Ratings . New York: Harper & BrothersT 19^^* PP* H7-118. 

2 

Mary Wortham Harper points out that the act of rating 
without reviewing that rating with the ratee is to lose much 
of the value of the plan. She further mentions companies who 
discuss ratings only with those whose performance is unsat- 
isfactory. She feels that to overlook the positive and pleas- 
ant side of giving recognition for work well done is to over- 
look an easy way to build morale. 

Wortham, cit ., p, 27# 

Tiffin, in discussing the same subject, cays that 
the rater is wore apt to rate properly if he knows that he 
will have to talk over completed ratings with tho ratee. 

Joseph Tiffin. "Merit Rating: Its Validity and 
Techniques," Personnel Series Ho« 100, AM, 19^6, pp. 14-23. 
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4, Finally, It Is recosaiendled that further study be 
given to the feasibility of establishing Job evaluations for 
each rank. These Job evaluations would be an Invaluable 
aid to raters as a standard against which actual Job per> 
fox*nance could be coupared. 
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APPENDIX A 



THE FIRST RECORDED EFFICIENCY REPORT IN ARCHIVES 
OF TUL WAR DEPARTMENT, Aiiguct 15, 1813 



Lower Seneca Town 

AugUBt 15th, 1813 



Sir: 



I forward a list of the officers of the 27th Regt, of 
Infty. arranged agreeable to rank. Annexed thereto you will 
find all the observations I deea necessary to aaice. 

Respectfully, 

I an. Sir, 

Ye, obt, Servt, 

Lewis Cass. 

**»**««»»«««»««««*««««»»**«***«*»»«*»*«««»»»«*«««»«*»«*««^ 



27th Regt, Infantry 

Alex, Deniston - Lieut. Col., C<xsdg. A good natured man. 
Clarkson, Crolins - first oajor. A good nan, but no officer. 
Jesse D, Wadsworth - 2d major - an excellent officer. 



Captain Christian Martel 
” Aaron T. Crane 



tl 

tl 



BenJ. Wood 

Maxwell 

Shotwell 



)- 

) 

) 

) 

)• A nan of whom all unite in 
speaking ill. A knave de- 
spised by all. 



Thonas Earle 



Indifferent, but promises well. 
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C ^ 



#1^ 




Captain Allan Reynolds 



” Panl, Warren 
Porter 

1st Lieut. Jaa. Kerr 

Thos, Darling 

” " Wc, Perrin 

Danl. Seott 
Jas. 2. Ryan 
Robert McElvrrath 



Robert P. Hoaa 



Hall 

2nd Lieut. Kicholaa G.aarcicr 



Stewart Elder 



KoConkey 



Jaaea Oarrey 
Darrow 

Plercy 

Thojnas Q. Spicey 



An officer of capacity^but 
inprudent and a oian of vio- 
lent pasBiona. 



) Strangers but little known 
) in the regiaont. 



) 

) 



Merely good, nothing 
iBing. 



prean- 



) Low vulgar lacn, v?lth tlie 
) exception of Perrin. Irieh 
) and frosi the meanest walks 
) of life — - posBesBlng noth- 
ing of the character of of- 
ficerB and gentlemen. 



) Willing enough- hae much to 
learn - with aaall capacity. 



) Hot Joined tli& rogicKjnt. 



) A good officer but drinks 
hard and diBgraces the ser- 
vice and hiRtself. 



) An ignorant unoffending 
Irishman. 



) Raised from the ranks, ig- 
norant, vulgar and lnc<M®)ot 

ent. 



) A Btrangor in the regiment, 

) J\u3t Joined the regiciont - 
of fine appearance. 

) Raised from the ranks, but 
) all boliave well and promise 
to nsalcc excellent officers . 
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2nd Lieut. Oliver Vance 
!' Royal Geer 
” Hlara 

” Crawford 

" Clifford 



John G. Scholtz 
Francis T. Wlieeler 



Ensign Rehan 



) All Irish, promoted froas 
) the x'anks, low vulgar men, 

) without any one quallflca- 
) tlon to recommend them - 
) acre fit to carry the hod 
than the epaulette, 

) Promoted from the ranks, 

) Deluive well and will make 
good officers. 

) The very dregs of the earth. 
Unfit for anything under 
heaven, God only knows how 
the poor thing got on ap- 
pointment. 



" John Brown 
Ryon 

" Charles V/est 



) Promoted frcmi the ranics-aen 
) of no manner and no promise , 

) From the ranks. A good 
young nan who does well. 
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Extracted fr«a complete form used by Miller and ghoads 
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APPENDIX C 



1 ' 



I 



(R,’l$nii on Officers under U. S. Nnny Requiutwn Circuiar No. 86. Sefjtttnber 10, 1891. A seirarate blnnk to he used for each Uffiier.1 

Report on the Fitness of Offiqers. 

• FORM A 



f ////// 

f/ f'ff'f/f// /Zfj ffyjff/, y/f /// ... . 

Zf . / T . 



1. Aiiililv 

'2. M:iiiui-r i>f <lntir-. 

■ !. <M-m-r!il ruiiiliM‘1. 

4. Sultni'lv 

H«-;ilrl,. 

I'l. ('nmlilioii anil rHirirJirv nf rnmtiUMil. 

7. If fiiiv >]U‘cial iliitv lias lU•vll|vl*ll ii|ifin liint, it.<< nahirt', anil Innv it wum |K'rfiiniu‘ii. 



f 



■s. U<>niarks. 



1 

i 



^ fffZyy /// ZZcfZ /Zf//rrf Z^r f/fZf/fi //tJfZ// /j/fftZo ///V Z/^rr f^/^/Z 

ZZffZ. f/^ffZ Z/ZuZ (•^ Zff/r< yy ////// //////v/Zy// f//*^rfA>fn/ZZf ///yy/Z/yy//. y/J rZZ^frZffZ. 



U. S. N.. 



Crnrtthj. 



r.jnry,|.'r;j£» 



9k 



1 




APPENDIX D 



N.NA''^ 443 

(Ai-ru, itea.) 



REPORT ON THE FITNESS OF OFFICERS. 

(To b« fubmittod (n Moordonco with Soctlon 5 of Choptor 2, X7. B. Novjr RcfoUdoiu, ItW.) 

Report to be typewritten, except that columns and question 14 need not be. 



'’/te following six questions to be made out by the officer reported on: 

- , Grnde U. S. N. 

(Siinumti flnt.) 

»hip or 

•tation Period from to 



1. Refill ar nn<l adtlitionul diitieo. 



2. OfTicial residonce ^'honw‘1 ... 

.1. Next of kin 

(Rolat Ian ship.) 

4. Number of deiwndenfs entitled to Government truna]>ortatioii . 
Give ago and sex of each child less than 21 years old . 



> Alt. It’S (2). U. 8. N. R., two.) 
. Same.) 



rtoriciency in foreign lamrnages. stating which ones. nn<l ability thorcio . 



fi. My preference for next duty i" 
(a) Sea . 
ffd Shore. . 



Fleet .. 
location 



'ollowing to be made out by Reporting Officer: 

^ Reporting OflScer: Name — , Grade , U. S. N. 

4. Reporting OlTicor’s onidal status relative to officer reported on — .. . 

!>. Koiploymeot of ship during pcrio<l of this report 

1). To what dogreo has he cxliil>ite<l tho followiog qualilicationa? (Consider him in comparison with others in his grade or of about the same 
length of aerdco.) I mlicate by marking X in ink in tho appropriato rxjctangle. A mark below Average will be considered unfavorable. 



L)>titude for the scr\ i*v. 

Conduct - 

'/Oo]>orativo qiialitieH ... 

krurtes)' — 

lovotioQ to duty 

Education 

'orcc- .. 

iKlustry 

nitiativc 

udgmeot 

ustico 

^earlcrship 

dilitary maiiocr and btiiring . 
'featnesaof |>ersoa and dress 

'alienee 

Thyaical eiiergj- and endurance. . 

ileliability 

lelf-control 

hibnrdinalion 



I 



‘ I 

t|.r|i 
4 |l'l = 



.\DDrnoKAL ro» Commaxdinq Orncca. 



isl 

\%i 



To what degree does he maiotain the follow- 
Discipline of subordinates 



I/Ojalty of Buhordinates 

Efficiency of personnel (based upon tho 
efforts and rcaulte of such efforts of the 

officer concerned) 

Efficiency of material (based upon tho 
results which the officer concerned 
has accomplished in keeping up or 
impro\ring the material under his 
chige) 



i 



I 



TI 



INSTIlUCTIONS. 
t tiir rndjoinlnf roluinns the reporiinx oflleer ihould be fuided by tbe 



Above the greet majority ... 

Above tho inajorily 

Equal to the majority . 

Below the majority 

Below the great majaiily 



Superior. 

..Above average. 

Average. 

..Betow average. 
lofcrior. 



Tho qiialilies aod the performanre ot duty of the oinrrr being reported oo at 
be constdeied In coinpariiion with similar rharaeterisUni of all other ofllcert o 
samo grade and of about the same length of sen-ice of whom the rcjKirtlag office 
knowledge. 



• In acrordanre with reporliog offlrer's personal opinion, without polcrence 



[» Medleet Officer. 



II. Considering tho pcwsible roquiremeota ol the service in jicaco or war, inilicato your altitude toward having this officer tiader your command. 

Would you — (I) Enpcctally <lc8ire to have him? 

(Answer one question only. 

I.:. Has ho any weakneeees — mental, morni, physical, otc.—which adversely affect his efficiency? (If “Yes.” give «letails.> . 



1 ? (2> Rc satisfic-l to have him? (-D Prefer not to have him? j 

(‘Answer one question only. 11 " Yes” under (4), ibe ivporl will ho eoosidcred uafavorabie.) 



[ovkr] 
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^ OFFtaAL PHOTOGRAPH 

* _ HOT TO BE USED FOR 

. puBi/aTiOH rf oRa£f of 

^ THE CHIEF OF MAVAl OFtRATISHi 

I 



Appendix D (con‘t) 



1". Wliat was rliai-acliT of uiM'i-rtion rr|iorl on slup or rlopartmcnt on l<«« otliciut insi><>ction^' a/noic extracts it availaxic..’ 



REMARKS. 

11 (iive any inforinulion wliidi nughl >'«• of vahio to the Pepariniont in makini’ aseisnmenie to tliily or selections for special ilnly; also soy 
s'lccia) information of value to llio Keloclion Hoard nr Hxaminim; liand in determining tliia officer’s litne.<w for promotion, fncltnlo a 
general outline of this ofheers character ami service as imlicitleil aliove under s|iecial heailiogs. 

THIS SPACE hlUST NOT BE LEFT BLANK. 

('«• An. I IT (Ti. 1‘. S, N. K . 1 ‘I.M ) 



*• I: l<. by HO nirin.-:. ih.u tin olfurr of ilu> N.ivy ttbout'l !>>• n wfiiihU* ULirinor. Ho niii-'i ilin, of roiir.v, but :il«na jrcni rtf at moro. Ilf should bo. as well, a centlo- 

>1.111 111 lilicr.il oiIiir.iUii!i, ri'htiril iii.'.tiiifr. iiiiiicliliDni i iiuiii-,.y . anil ihc iiuv.'il n,-iim' of in-rsosal lionitr. llo .hinilil iiui only U* nlilo li>c\hrr.ci limi.«i>ir clnirljr and wilh force in his 
lun iii’lh willi Ii>ti,:iu< iiinl pen. lull lii' .slioiltit lie ler-i'il in iTi'tii'lt nnil Npiinl.sh. • s > ]|(, >|t„i)|c] bo (lie suiil of un, iiaiioni'r. jiisllic, rirmnos.s, and iharily. No 

lll•l'iu•rllnl.; :iol of a sulioriliirilo sli.-iild l''.•a|ll« Ins aiii-iilinii or be loll lu |i i^^ wuhom iis rowiirrt, if e\i-n llio reward be only uiio word ofiiiiiiroval. Cotivcrsoly, he should not bn 
ilind toil single fault in ;i!iy ■.nborilmalo. iIiiiiikIi :il llir siino liitie be slionlil In* i|iu< k and iirifillbiir .oib.liiiL'iIidi error from nialno. ltKMielilli*s''ne.-is from ineonipeU-nL-y. and wrll- 
nr lilt sliorii'omiriK from lux-ille.vs or »i<iviil blmnlrr. As lie sliuuld In- iiiuvi-rsnl unit impaiita! in lii' .vw ards and uppruval of nicni, so should be be judicial and unbending in Ills 
luiinlitaeui or rcjifoof ofiui.'i'ouditil. • • • IJohn I'.uil toiie»ln ilie M mm* l otmiiii;.-.-. '•l•:•ll•ullH•r 1 1. IJiO.l 



PROFESSION.U QUALIFICATIONS. 

.\i«ign inailis on the scale of l.O to tdl nllicem under 1. 3 lai. ami .3. when appropriate, and oq the sulijects descriliing preecot duty. 

I ii .i! marks in oilier euhjects in wliii li he aj>)iears c|ii:ililied for a mark of 3 or more. 

Indicate the duly or duties in which he is at hi.s liesl. or i.H nioet capaide of heing developed. Ly jilacing ’ after the aj»pro]>riate mark. 
Ill no ease give a’ mark of over 3 .> unless he is eapahle of perionniug iliity of the clbiracler iiamell of the lirst order of imporiance. commen- 
'iirate with his grade, 

1. I'oouiiaiid ini ll.xeruliv e Ollieer or execii:i\ e aliillfy . >•< I'irsI lieiiteiianl . IJ. («) Seaiuanehi)) ... . 

h Tactical handling of ship ... . t. loi Strategy and t.ielii-a . \,h> Law (<-) International law (d) Diplomacy 

f » Militiu-y law .. . o. (rO (ienoial hoard . . <hi V\ar College H. .^dministratinii: in) Fleet .... (61 Navy Department 

OJlice or Bureau (r) Xavv Yard .. .. Oilicc or Dixisiou . . (il) Flag aid 

* fOiily.) 

f I Naval District , 7. (o) -Naviguior (6) Surveying S. (n) Fire control 

cUiiiy.) ' iDiny.) 

b) riotliiig room . (r) .'^i>ottpr fot (iunnery oilicer (h) Dalu*ry nllicer 

ICalibv-r.) CCillbof.) 

r> Design ((f) Insi'eclion It), tn) Torjieilo odicer I’n Mining ((•■) Design (<fi Inspection 

1. ifi) Exjiloaivcs and iiiaga/ines . i6) Kxjicrimeiital and ilesign . "•) Iiisi>ection . . (rfi .\rnior and projectiles . 

i) lixpeiimenlal and design . . /• Itiapeclion 12. nn Kaginecriu *. reciprocating i6i Design ... (r) InsiK‘CtioQ. 

f/i Boileis.- ir) .Madiineshop .. . . FL f«) F.ngineering. tiirhines i6i Design ici liis]K>eiion H. (a) Engineoriug, 

iilcrual comhiistion . ..(b) Design. ... in Iiiepeeitou .... li. ni' Engineering, eleetriral (6) Itadiotelegraphy 

r) Design 'rfl Inejiection liS. ini Watch odieer ifc) Division otVicer (r) Morale olliccr.. 17. Supply t'oriis; 

01 (ieocral storekeeper {b) rmchasiii<g pay oilicer . . . (ri Coinmissary odiaw (d) Fay oflicer (ship or station > ... 

fi .\ccouuting oflicer ... IS. f'onimuniealiuu otliivr: ini Radio ‘6i Signal tr) Coding Fk Recruiting 

•0. .Selimarine oflicer 21. .Vviation. i.o) Pilot i/n Itepair u t Fnginet'r . >if> .\erology - (o) Adoiinistralion 

. ... '/) Oliecrvcr . 22. Medical Corps in) Medicine i6i .Surgery <rl Saniialion . id) Diotidics 

It X-ray (/) Fye. car. noee. and throat iif) < ienito-iirinary . . . (6) Dinlistry . . 23. Civil engineer; (ol Ihihlic works 

'Oiitflniction (6) Design . .21. Naval .\cadcniv 2o. Profest-or of in at hematics 

i Only. I I Duly.) 

Jfi. Interpreter: (o) Spanish . . |6) French Ir; Herman . .. . di Jai>ancsc ir) Italian {/) Rnasmu 

< 7 > Other languages ... 27. .Naval at I ache 2.s. Naval constructor lo) Consiniction . <f> Design 

c) Inspection. 2'». lulclligcnce duly .W. .\iiy duty not listed 31. Doyonrocommend 

Him for special trainiog rr study? Is he an ajiplicanf’ Is he willing’’ 

1 1 f • • Y«. ■ stale branch Of xubjccl. > “ 
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APPENDIX E 



REPORT ON THE FITNESS OF OFFICERS 

(Tohi'Mjtiinlllcvl in ;tcr«r<1:infip *ltli SeviUm J. V. S. Nii*> Kreul»tioa9, iwu) 

Report to be lypcwritlcn, except that question 12 need not be 



The folloicing four questions to be made out by the officer reported on: 



Rank ... . . ^ , U. S. N. 

. (Sum imi‘ Hr>i ) ^ 

Slop or 

Sintion . .. IVri<*tl fn>m to . — 



I. UcKular mu1 :tilili(ioit:il ilii(i<"< 



2. t'sual R‘«idcncc (hoiiud 



(Autlturit> lur :i 



3. I’roricicnoy in forciRti lun^naei's, statinu: whieli iiiicti, and ahility tlim-in . 



4. My pruft'rciiee f»>r ncvl iliity is: 



(а) Si^a Reel ..... 

(б) Shore Location 



(siKouturo) 

Following to be made out by Reporting Officer: 

5. Reporting Officer; Name , Rank U. S. N. 

6. RcjiortiiiK OiTUvr’s oflicial status rchitivc to oflicer rciHirtoil on .. 

7. Eniidoymeiil of ship diiriiit; fx'riml of this r»>p»(rt . .. 

8. .Vs.siRii marks on scale of 0 1 in ‘*E.secutiv(‘ .Vhilily” and on duties iH-rfornicd during the inriod of this n>port; alsit, as.si)^ii inaAs on 

other professional «|nali(icatioiis on which ohsc>rvntion has Ihth sutlieieiit to justify iimrkinir. (Duties and tpiali Heat ions to l>e lisUsi, 
followed by assigned murks — a mark of 2.0 tir less must be referred to the olTiccr reported upon.) 

Executive .Vliility . , . 



9. lias the w«irk of this otlieer Ihvu r«>portod on either in u coninieiidatury way or adversely during the iwriod of tins n-jiort? If so, state 
the siihstaneu of the report. 



It). Considering the jiossible reipiircments of the service in peace or war, imlicute your attitude toward having this officer under your coiii- 

Euand. Would you — (1) Esja'cially desire to have him? (2) IW satisfied to have him? (3) Prefer not to hovo 

him? 

It. Has he any weaknesses — mental, niornl, ))hysieal, etc.- which adverselj alfeet his etlieioney? (If " Ves," give iletails.) 
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1 1 


1 ^ ^1 1 1 




■z:h-:3 


1 1 1 1 


1 


1 1 1 








1 1 1 

■£u£~:r- 


J\ 1 




1 1 1 


1 _ 1 j 1 


r:.;' 


VI 'i , 'll, mi. ' 


mm 


1 1 


lilt 


1 




1 1 1 
r.;..”' - - 


'liziiisf 


■|||he5? 


^11 ' ' 


M ' J , ' ■ v’ 


1 .1 1- ' ' 1 ’ 


'iSiP^ 


till 


1 1 1 1 



1. ' . ' . ' ' 


1 l_i L 


l«y.h> 


1 1 1 1 


j* Ji n 1 r M 


<111 




..,P..iL..iLJ^ 


All».lwn 1., Ilul, 

■ZV;'-Z£?S 








' 1 1 I 




IMP 


'H;4vu3r 




1 1 1 1' II ' .1 ' 


1111 








' 


1 I I 1 






'"ErZrr;'-" 




•' ' 


1 1 I ^ 1 1 


1 !.'► 1 4l' 1 ' 




1 ' .. .' ' ' 


1 1 1 1 


II. ‘i A ' ' 


'III 


T;”,” 'T ■'.'’ 


1 1 1 1 




till 






'"lilies 




w ' ' ' ' 


1 1 t 
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APPENDjr ^ 



N. 443-A (TO U USED ONLY TOE OPTICEBS ON SHOES DUTY) 

REPORT ON THE FITNESS OF OFFICERS 

{To be lobnlttod In oocardonoo wttb Sadloo 5 of Chapter 2, U. 8, Nary Heculatloaa. UOO) 



The following four queatione to he made out by the officer reported on: 

Rank 

(fturnamc DM) 

Station Period from .. , . to . 



1. Regular and additional duticii 



U.R. N. 



2. Usual residence (home) . 



(Autliorlly lor nrhitn;^ Id usual ivsl>h-n< 



will nu) ruattUuia 



3. Proficiency in foreign languages, stating whicli ones, end ability tliereiii 



4 . My preference for oext duty is: 

(fl) Sea Fleet 

(5) Shore — - Location .. 



(Slimatun:) 

Following to be made out by Reporting Officer: 

& Reporting Officer; Name , Rank IT. S. N. t 

6. Reporting Officer’s official status relative to officer reixirted on . 



8. Ai^gn marks on scale of 0—1 in “Executive Ability” and on duties performed during the iH'riod of this report; also, assign marks on 
other professional riuolilicatious on which observation iias l>ecu sntlirieiit to justify luurking. (Duties and qualifications to be listed, 
followed by assigned marks — a mark of 2.0 or less must be referred to the officer reported ui>on.) 

Executive Ability — — , 

1 



0. Has the work of this officer bceu rejiorted ou either iu a conimendatury way or adversely during tlic ix'riod of this report? If so, state 
the substaucc of the report. 



10. C^nsideriog the possible requirements of the service in peace or war, indicate your attitude toward having this officer under your eom> 

maud. Would you — (1) Especially desire to have him? (2) Do satisfied to liave liim? (3) Prefer uot to Imvo 

him? 

11. Has be aoy weaknesses — mcotal, mural, physical, etc. — wtiieh adversely affect his efficiency? (If " Ves,” give details.) 



lovtaj 
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APPEMDIX Q 



NAVP^RS 310 (Rev. S-43) 

REPORT ON THE FITNESS OF OFFICERS 

{To Jk’ Kiibiiiittcd in acrorduiicc with Section 5 <if Chu[)ter 2, O. S. Navy Regulations, 1920, and Bureau of Naval Personr**! M( 

Article t;-ioo<;) 

{Before makiog out tliis report reud latest Bureau of Navnl Personnel circular letter on the subject of fitness report^ 

The foUou'ing four questions to he made out by the officer reported on: 



Ship or 
Station 



(.<?iirnninr> fir *0 



, Rank 



Period from 

iShip sviauon uniU enter i>hil» to whieh nttschwl) 



IJ. S. N. 






1. Regular duties 



Additional dutica . 



2. Present address of 



(Slnts wntch dtiiint. both deck and eocinecrin*. After each duty iniert In pnrentheaia noml^r of month* thi* reportin* pertod) 

wife (if married) - - - 



next of kin (if unmarried) . 



(Indicate ahove itie he»l address at which lli.> Hun-ao of Nainl Pcrwnnel may communionte with the wife or nct« of tin In an emeirincy. 
~ • ... . . .. ... .... ....... . ...I...... nyiinlatncl In tho Uurvau. Sco Art, 13SU), U. o. N. 195BJ 



The uIh>v<> nddtua doc 



>t rchiic tu ibo usual residence (home) which 



3. Proficiency in foreign languages, stating which ones, and ability therein 



4, My prcreroncc for ne.\t duty is — 

(a) i>ca Fleet 

(SiKnature) 

Folloiring to be made out by Reporting Officer: 

6. Keportinj; Oftictr: Name , Rank , U. S. N. 

6. Reporting ofllcer'a official status relative to officer reported on 

T. Kmployincnt of ship during period of this report 



3. Assign marks on eealc of 0-4 in appropriate suhdivision.s given, below, and any other qualification on which observation has been 
auiliciciit to justify marking. 

IMflIT ollp'T* (o be marked wish rc*pect to retjuirvil Miu-k below 2 Ti conclitutcp on unviAtiefnctory rriiort) 



Present assignment Ability to coiuinaml .'.s executive or division officer As deck watch officer 

In administration Shij) handling 



P. Kas the work of this o.fficcr been reported on either in a commendatory way or adversely during the period of this report? If so, 
state the subject, reference nunihera, and substance of rejiort. Clip copy to report. Comply with U. S. Navy Regulations, 
article 137 (11) with respect to commcndalory rcjiorta. Any adverse coinmeiit constitutes an unsatisfactory report. 



0. Considering tlie possible requirements in war. indicate your attitude toward having this officer under your conunand. Would you- 

(.\ti iiilirmutivv k.'ntry in itt-m (4) constilutce an unaatiifactory report) 



(1) Particularly desire to have him? (2) Be pleased to have him? (3) Be aatiafied to have him? 



(4) Pivfcr not to have him? 



I. Has he any weaknesses — ^ment..!, moral, phj'sical, etc. — which adversely affect hia efficiency? {If “Yes." give details.) 

(An implied or itatrd defeat ron:<titutcs on unralirfaclory report) 
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Appendix G (con't) 



t 2 . To wb»t df«T«o b«a he exhibited the foUotviu^ qualities? (See Iu:>tniCtloQa iu latest Bureau o/ Navel Per 
eubjoet of fititeea reports.) 



Intelligence 


1 1 l.l 


1 1 1 1 


! 1 1 -I 1 


1 1, 1 1 .1 


CW ith reference to th« fae> 
uItT of comprehention ; 
montol acuiencM.) 

fodgment 


£xr«;rtton:illy quit-k-iritteU ; 
keen in uiMJ.'rstnn<Ung. 

. ! _1. J... 1 


Gririw ej-^ .itiuie of a eltu- 
»Ui»n quickly. 

1 ' ! L - 


UnUeietanda normal aitoa- || 
tlon* and eonditionl. 1 

lilt 


imairinaUve. 

till 


(With refereneo to • dio- 
erirnlnatinc poreoption b/ 
orhicb the valuea and re- 
lation. of thinea aro men. 
tolly nwwrtiMl.) 

Initisfive 


Ut-urually kev^n in euL-mat- 
luff eilufltirne and rench- 
io 3 aojnd tiecisiana. 

I „L I 


Can icenvr-itly be dep^u^t.-d 
on to troike proper d*,ti- 
tione, 

_ 1. . ' J _ !_ 

Abl.- «.• i.lun n’liJ < »»cufe 
rponeibillty. 

LL-.L-I 


Fair iud -inent in normal jj 
und routine thinjca, u 

1 1 1 I J 


ri«queat)y draw* wtmc 
co&ciufiiatiffi. 

! 1 1 1 ! 


(With rcUrmoe to con- 
atruetiv* thiokinv and re- 
•ourcefulncns : ability and 
iaUlIioenM to Sot dn Own 

reapoaalbiUtr-l 

Force 


thatk, plan. nu4 do ihiuiC. 
Witlumt woitiiitf to Lo told 
aad iaatnicled. 

1 1 1 -L- 


Cai-ui-Ie of ih rfumiini; rini- U Requirea ronetant suidaooa 
line Jutie* oil own rcapoD- (U and eupereleiaa la hla 
•ibillty. work, or evade* responii- 

>• hiUUe*. 

L. ,1 .1 L J 1 1 1 L 


(With referenda to moral 
pow«r poaaeeaad and ex- 
alted In prodaelas re- 
Bolte.) 

Leadership 


hcroo;, druamie. 

1 1 l_ L 


htruns. 

I 1 1 _.L. 


ElTeetuul under normal and Loee than nncmaJ. 

routine circumatajieea ^ 

fa 

1 1 t 1 -1 1 1 1 i 


(With reference- to the fac- 
ulty of direetinr. eon- 
trelliac. and inSuanetntr 
othere fa drSnito line* 
at action.) 

Moral Courage 


lotpirea olbcre to a hi.-h do- 
Ki-ee^ by piveept and ex- 

!. .i_J u_ 


A eery sood Irxder. 

L_L_J_J_ 


LaaiA fidrly xrelL < A p^ Uadw. 

15 

d 

1 1 1 1 2 1 .1 .1 L 


(With refervnoa to that 
mental Quality which im- 
pele one to carry out the 
dictclae of hie roneeience 
and eoneletiona fearieuly.) 

Coopers t ton 


Exceptionally couraireoue. 

1 1 1 L 


Couraaeou. to n hleh lettrea. 


Fairly couruoMw*. ^ Timid. 

H 

1 1 l_..l 1 1 1 I I 


(With rcfcn-nce to tho fac- 
ulty of vorLInit haimonl- 
ouely eritfa otbera toward 
the aerompliehmeat of 
common dutiee.) 

Loyalty 


E>>vpiiu>iully iHu-cea.ful In 
wnrkiny « Ith othere to a 
eonimon end. 


Work* in bammay with 
othere. 

"a” hiLh eeii-i- of ^loyalty. 


Cooperate, fairly xrell. ^ Mot eooperatlvo. 

O 

1 1 _.l. .2 1 1 1 1 


(Fioelity. faithfuinesa. alle- 
giance. eonetanry — all 
with reference to a eauee 
and to higher authority.) 
Perseverance 


UnMU-.-rvinir In sUnrianre i 
frank nnci honet-t in aid- 
luc and advii>lati. 

• 1 LI 1 


'Ill 


Koimnubly faiihful in the ^ laoUnad to be dlaloyaL 
c».iU>ion of hi* duty. ej 

1 1 ' 1 3 1 1 1 1 


(With reference to main- 
tenance of puiroae or un- 
dertakias In epito of ob- 
■taotee or dieoourasc- 
meat.) 

Reactions in emergencies 

(With leferciic-- to the fae- 
nltr of ackiro inetinc:- 
tifely In n logical ninn- 
ncr la dimn-.lt and ua- 
foreteen aituatioaa) 

Endaranee 


OeUrrminedT^ rcaolute. 

1 1 _ 1 _ 1 


Conetaat In purpoec. 

1 ! 1^, I 


Fairly atawiy ^ Iacllae4 to eaelllata. 

§ 

^ I- 1 - 1 U i 1 1 1 1 


Exrci-lionaily eool-hr.ul<d 
nnd loiricnl In hie action, 
under all condition*. 

1 L 1 1 


ComiHw-d and b-ifirrl In hie 
nc-tion. ill diilii-tilt .itua- 

' ^1 -1 


Fairlj IcMnral in hi^ ^hctlon* ^ )ncUn«d to k* 
in jr»nerAl. g 

,_j_. J 1 1 ^ 1 1 1 1 


(With n-feroucu to ability 

ladostry 


Capabir of eUindinir an ex- 
copttonal amount of phy- 
oical Lardehip* and etrain. 

1 .1 1 1 


Con ;-.-rfarm well hi* dutie* 
unuer irylnir condition*. 

L J i_J 


O? Bonna^ endurance. ^ Leo* than ootmai. 

1 , ■ 1 i 1 1 1 1 


(With refereaea to per- 
fermanco of dutiea In aa 
eaersetic manner.) 

Hnitsr j bearing and nest- 
nns of person and dress 


Extremely eaanfcUo aad 
indiutrioua. 

1 1 L.l 


ThurouKh aad enereatic. 


Scaeonably enersetu and . 
Induttrioue. 

~pair! ^ ^ ^ 


< indoleat: laxy. 

1 1 L. 1 


(With reference lo ditrnity 
•f demeanor, correetneM 
of luilforra. and amart- 
nem of appearanM.) 


Exceptiotial. 






tlrmillUrr and untidy. 



13. In oomperison with other ofheere of hU rank and approximate length of service, how would yon designate this oOeer? Outstand- 
ing Excellent \bove average Average Below average 



REMARKS 

14 , la this officer professionany qualified to perform ALL the duties of his grade? Yes No If deficient In any 

tienlar, comment is required. Give lo this space a clear, condse estimate of this oiTicer’s personal and military character 
fitness for promotion, and duty performed worthy of special mention, and any information which might be of value to 
Department in making asaignmeota to duty. A check opposite ‘‘No," except for inexperienced Ensigna, or a atatemeni 
peiformanoe of duty is clearly unsatisfactory constitutes an unsatisfactory report. A ststement of minor deficiencies either In 
character or perfonnanoe of duties constitutes an unfavorable report <TH1S SPACE IS NOT TO BE LEFT BLANK.) 



16. An unaaliafaeiory report must haw statement of officer reported on attached; ao unfavorable report requires that officer reported 
on has been informed of his deficiencies either verbally or in writing. Has this beeo done? ^ improvement, if any, 

has been noted? — - 
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AFPENDIX H 



OmCER’S FITNESS REPORT 
INSTRUCTION SHEET 

IMPORTANT INSTRUCTIONS-READ CAREFULLY 



GENERAL INSTRUdlONS 

The attached revised Oflicer’s Fitness Report is to be used in 
place of the old forms. NAVPHRS 310 and 311. 

This form serves the following purposes : 

1 . It serves as a report of htness for all officers both affoac 
and on shore. 

2. The first carbon — (Page 2) — keeps up to d.itc in l>ulVrs 
the Officer’s Qualthcations Questionnaire, which priv 
vides the Bureau with inforin.ition covering each officer’s 
previous experience and qualifications for various types 
of duty. 

3. The second carbon — (Page 3) — provides data covering 
clianges in the officer’s qu.ililicatums and is to he filed in 
the Officer s Qualification Record jacket .is an aid to 
Commanding Oiiicers and Personnel Oiliccrs in assign- 
ing him properly. 

This form is to be submitted scmi-ar^nu.illv for ill officers and 
in .ill cases of permanent detachment of either the officer or re- 
porting senior. Special reports of fitness on an officer, on the 
prescribed form, shall be m.ide whenever tiic officer reported on : 

(a) Distinguislies himself in battle. 

(b) Performs an outstanding act of valor or devotion to duty. 

(c) Displays extraordinary cour.igc, ability, or resource in 
time of peril or great responsibility. 

(d) Is guilty of serious misconduct or m.irked inefficiency. 

A typewriter is to be used when at all possible in filling out 
Sections 1 through 6. Since of all fitness report.s received 
in BuPers are typed, the form has been constructed for that 
tjpc of prepar.ation. Care should he exercised ih.it the c.irbon 
copies are legible if a t) pewritcr is not used. 

INSTRUCTIONS FOR RI PQRI INC 01 I ICI JIS 

In deciding on promotions of officers, Selection Boards must, 
in effect, compare an officer witli others of the same rank r.itlier 
than with more arbitrary st.ind.uds. You will note tliat in Sec- 
tion 7 and subsequent sections you are a>kcd to do just ih.it — 
compare eacli officer with all odiers of the xame r.mk .ind corps 
whose professional abilities are known to you person, illy . Please 
note that the officer is not to he compared only with the others 
of his rank now under your comm.ind. For this reason, it is 
important to indicate in Section 9b how many officers are 
included in the group you use for comparison. 

In making this comparison, keep in mind that the group of 
officers whose profc.ssional abilities are known to you personal- 
ly (or any other group of people) will fall into a normal dis- 
tribution when graded on .mv trait or f.icror — th.n is, tiurc 
will be a small number at the lower end, .i l.irger group in the 
middle, and a small group at the top. With this turve in mind, 
compare the officer with the group and m.irk him on each factor 



in Section 7 as falling in one of the five brackets — the h 
10^^, the next 20/r, the middle 40/h, the next 20'^ or the 
10%, Do not hesitate to mark “not iibserved ’’ on any f.i 
which you think not applic.ihle to the duty in which you I 
observed the officer or in which your observation has been 
limited to warrant judgment. 

No entry which is in.idc in Section 7 will be considered an 
s.itisf.ictory report. Only adverse comment in Section 6 
entries so designated in Sections 8, 9, 11, and 12 will b 
considered. 

An uns.itisfactory report must be referred to the officer rcf 
cd on for his st.itemcnt which is to he attached to the repoi 
fitness. In any case open to quc.stion as to what constitute 
entry of an unf.ivor.ihle or uns.itisf.ictorv' nature the officer 
alw.ivs be given the benefit of having seen the report. ( 
Article.s 1701 .ind 1403 Navy Regulations, and BuPers Mai 
Article B-2202. 

The Bureau desires ih.it reporting seniors make every effoi 
show e.ich fitness report to the officer reported upon am 
di.MUss it with him, m so far as practicable- In this connec 
ple.ise note the instructions in Section 12 wliich provide 
st.itements of a constructive nature which refer to minor im 
fections or lack of qualifications do not constitute an uns. 
factory' repoi t. On every report of fitness, the reporting sc 
will indic.itc under Section 12 whether the officer reportec 
h.is or has not seen the report. 

The reporting senior will sign ail three pages of the repot 
the lower right ii.ind corner, or will sign the original and di 
n.ue .1 commi.vsioncd officer, preferably senior to the off 
reported on, to authentic.ite Pages 2 and 3 m lower right h 
corner. The officer reported on may sign and retain P.ig 
inserting same m his qu.ilification jacket, if he is geographic 
detached from the reporting senior. 

The Officer’s Fitoe.ss Report (Page 1 ) and the Officer’s Qi 
flcation Report — BuPers Copy — (Page 2) arc to be forw.ir 
— not separated — to BuPers. The Officer’s Qualification 
port — Jacket Copy — (P.tge 3) is to he detached and (ilc< 
the Officer’s Qualification Record jacket. 

Fitness Reports are to he submitted promptly and their prep 
tion is one of the most important and responsible dutie* 
superior officers. Failure to prepare them objectively is d* 
mental to the efficiency of the Navy. If not submitted pror 
ly, the rights of the officer reported on may be prejudiced, 
fitness of an officer for the service with respect to promoi 
and assignment to duty is determined by his record. 

INSTRUCTIONS FOR OFFICER REPORTED O: 

It is your responsibility to fill out Sections 1 through 5 of 
f.'-m ’ to .1 ,11 ill .sheets in rhr lower IcF-h : d -*ornrr. .* 

mit the form to your reporting .senior .it the times .spicifu- 
the General Instructions above. LJse a typ>ewrtter, if at all | 
sihle — if not, iLse ink, hut be sure that all copies are legihh 



NOTE: For con*eniemc there is printed on the back of these instructions a work sheet which may he used as a draft in preparing the 
carbonized irt. The work sheet is to be detached before filling out the carbonized set and is NOT to be forwarded to BuPers, 
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NAVPF,RS-310A 

omcR'S mms 



(Rpv. 6-45) 

UKMT WOM MIT 



UAD CARlfUUY TH{ INSTRUCTIONS ON THE REVERSE SIDE 

OATS 













A. SU n ADVANCE lASE DUTY 








!• |M!w\*i?/TIMt*<rF/lCE" Uh'iM l^^!lM5l?T^* ,T M»» I'llFT’t.ll M>T 

COSHAMO. WItItO VOU: n ">«' fl »« *"*>’ HI " 

LI Il'NiiUTIMKArTollYl U H^«<TIWHUTOIIVI 1—1 1 



rAmcTuaLT 
DFaiiBj: f»mt 



ciuHAmIio m« Ufm. 



"’'“n ;r. i“'‘ "‘=“‘=n "--s?-™ « V5*or;=,!:?rH*“’2 

»W0U H^mx D n D rHo\ioTvi>T HI nii^MOTmT □ nit>yinT»n>Y U riuNiifOTJif 1 ^ ^ r ^ ■, ?■ 

ICCTIOH 12 AKO CIV E R CF CRC MCE MEHf TO AWY COMMENOAtLC OP AOVtiiit BtPOMTa JHAl HAVE ICCM »AQW. OK THC M99lCtn BURIM6 TWI* PCmOV. 
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AFPKNDIX I 



^’AVPERE-310(Rev. S-Sl') 



_ REPORT ON T HE F ITNKSS OF OEFICER S 

THi: GI riCEK U ErOUTKD ON W ILL FILL IN THE FIKST F IVE iSilC TIONS; 

1. Name (Last) (First) (Middlt) Grade USN(R) 



Date submitted 



Designator 




2. Ship or Station 



Date REPOitTED Present Duty Station 



’•i, I'Liitflu OF Kfi’ORT • Occasion for Report Tipe of Report 

_ Scini- Dolachmcnt of Ditnrhmeut Con- 

^ To rr.nual UeiioriinK i>enior of Ofliicr Ri-i^ijlar - current Speelai 



•S. ivt.ui‘i.AR A\o AiioiiiujS'AE lU-ur.s. List nil duties assiifned. inelodint; watches. List courses of study or instruction carried on. After each iUm insert 
in puienthc^es number of months this i-cportine period. 



5. riioFiciENCY IN i'oKF.io.N l.A.\ot'/.cEs, Sr.vriN'o Which O-nks a.no Abiuty Theki:i.n 



(.*^ii n .d tiie of otF. ccr reported on) 

FOLLO W ING TO BE ITLLED IN BY THE KEP QliTING OFITCEK; - 

6. Employment of Command Duki.nc Period or This REPO.tr 



7. IvEFEItlNCE Jl2:.E AND APPEND COPY OF ANY COMME.SDABLE OB AUt'EBSE RePOBTS ON THIS OFFICER UCCEIVEU DLRING THE PeRIOO OP THIS REPORT 



8. Performance. Assign marks on a scale 
of 0 to 4.0 on the aiipropriatv itualitjcations 
listed, and on any other significant uuali- 


Prlslnt 

Assignment . . . 


Ability to Command _ 


As Staff Officer , 


fication. on which observation has been suf- 
ficient to justify marking. ‘Tuesent As- 
signment’* mu:,t always be marked where 
p.ny other maiks or comment.s relative to 
performance ore made. A murk below 2.5 
constitutes an adverse entry. 


As Executint or 
Division Officer , 


AS - 

(Type watch) 


In Administration _ _ _ 


Technical Competence 






Ship Handling 


IM 






(State specialty) 




9. Considering the Possible Rei)uike- 
MENTS OF War, Indicate Youn Attitupk 
Toward Having This Officer Under Your 
Comma.nd. Would You 


Particularly Desire 
To Have Him ? _ 


De Pleased Be Satisfied 

To Have Him? To Havx Him ? . 


Prefer Not 
T o Havx Him? 

(Adverse I _ 









10. In Comfabison With Other Officers 
OF His Grade and Approximate Length of 

Sep.vice, How Would You Designate This Abo\-e Below 

Officer? Outstandi.no E.xcellent Avcbacf. AtTRAGE Averacc 



II. Comments. Give in this space a confise appraisal of the officer reported on. Coirnient on his fitness for promotion and on any outstanding cbsracter- 
islics of yalac to the naval service, including superior nbility to command and outstanding cpi; Ufic.ilions) in any field such as administration, planoing. 
logistics, elcctroaics, new weapons, or new developments. 0>mment on observed skill in dealing with the public in personal or official contacts. Any 
mental, moral, or physical wcaknc.-ses which miirhi affect his efficiency, or failure to meet uualihe.ntions normally expected of an officer of bis grade and 
desii;nation should be indicated. Any adverse entry made in ony part of the report must be explained in this paragraph. ThU apace muet not ba left blank. 



12. Name. Grade, a.no File Numcck or Rlpuktino OrncEa. Oppicial Status Relative to Officer Reported on. 



Appendix I (con't) 



IS. To What Decrbb Has the Ofticeb Repohteo on Exhtbited the Follov 7 inc Qualities? 





NOT 

OBSERVED 


OUTSTANDING 


EXCELLENT 


AVERAGE 


1 fXSATIS- 
1 FACTORY 


(a) INTELLIGENCE 

(With reference to the faculty of com* 

preheotion; meoUU acuteness.) 




Exceptionally quick-witted; 
keen in unders Ian ding. 

1 


Grnspa essentials of n sit- 
uation quickly, 

1 


Understands normal situa- 
tions and conditions. 

1 


1 


(h) JUDGMENT 

(With reference to a discriminating 
perception by which the values and 
relatione of things are mentally as- 
serted.) 




Unusually keen io estimat- 
ing situations and reach- 
ing fiound dvcisione. 

1 


Can Keneridly be depended 
on to mare pri'per «leid- 
aions. 

L 

.\ble U> jilan nnd c-cerate 
nil bis own iv- 
.spon.-'ibiliiy. 

1 


Knir juilgmcnt in normal ^ 
nnil routine tilings. ^ 

1 S 


(c) INITIATIVE 

(With reference to constructive think- 
ing and resourcefulness: ability and 
intelligence to act on own responsi- 
bility.) 




Exceptional in ability to 
think, plan, nnd do thinpi 
without waiting U> be loid 
and instructed. 

1 


< apiiiile of performing 
i-ouLiiii' diilics on own re- 
sponsibjlity. ^ 

O 

1 = 


(d) FORCE 

(With reference tn moral power pos- 
sessed and exerted in producing re- 
sults.) 




Strong, dynamic. 

1 

In.«i>lr. .s c.h.i.-i to a bieh 
degree by precept and ex- 
ample. Requires a high 
standard of discipline. 

1 


. .long. 

J 

-\ very good 1. ,»ier. 

1 


Eflectual umW-r normal ^ ' 
juid routine rircum.itances. 

1 ^ 

1 a _ _ 


(e) LEADEUSUli* 

(With reference to the faculty of di- 
recting. controlling, and influencing 
others In definite lines of action and 
of maintaining discipline.) 


l.«i«ds fairly well. H 

O 

1 » 


(f) MORAL COURAGE 
(With reference to thnt mental quality 
which impels one to carry out the dic- 
tates of his conscience and convictions 
fearlessly.) 




Exceptionally courageous. 

1 


Courageous to a high de- 
gree. 

1 


Fairly courageous. u) 

C 

1 Z 


<g) COOPERATION 
(With reference to the faculty of 
working harmoniously with others to- 
ward the accomplishment of common 
duties. ) 




Exceptionally successful in 
working with others to a 
common end. 

1 


Works in harmony with 
others. 

1 


Cooperates foirly well. ” 

n 

1 5 


(h) LOYALTY 

(Fidelity. faithfulness, allegiance, 
constancy — all with reference to a 
cause and to higher authority.) 




Unswerving in allegiance; 
frnnk and honest in aid- 
ing and advising. 

1 


A high aense of loyalty. 

1 


Reasonably faithful in the H 
execution of his duly. « 

H 

1 ^ 


(1) PERSEVERANCE 
(With reference to maintenance of 
purpose or undertaking in spite of 
obstacles or discouragement.) 




Determined, resolute. 

1 


Constant in purpose. 
1 


Fairly steady. ” 

1 * 


(J) REACTION IN EMERGENCIES 
(with reference to the faculty of act* 
ing instinctively in a logical manner 
In difficult and unforeseen situations.) 




Exceptionally cool-headed 
and logical in his actions 
under all conditions. 

1 


Ckrmposcd and logical in 
his actions in difficult sit- 
uations. 

1 


Fairly logical in his ac- ^ 
tions in general. ^ 

1 " 


(k) ENDURANCE 

(With reference to ability for carry- 
ing on under any and all conditions.) 




Capable of standing an ex- 
ceptional amount of physi- 
cal hardship and strain. 

1 


Can perform well his du- 
ties under trying condi- 
tions. 

1 


Of noriaa) endurance. to 

M 

1 S 


(1) INDUSTRY 

(With reference to performance of 
duties in an energetic manner.) 




Extremely energetic and 
industrious. 

1 


Thorough and energetic. 
1 


Re.-isonably energetic and 
industrious. ^ 

5 

1 


> 

3 

4 


(ra) MILITARY BEARING 
AND NEATNESS OF 
PERSON AND DRESS 
(With reference to dignity of de- 
meaoor, correctness of uniform, and 
smartness of appearance.) 




Exceptional. 

1 


Very good. 

1 


Fair. 

1 





14. A rppnrt co^.l.^inin!^ n*lw>Mc miitUr mu?< li«? refinTcd to the nfficer reported on for statement ptirsuant to article 1701 (*?) USNR. His st.iteiacTit sl.oi ' 
l)C attached to thia report. Sta'.eTreiila of minor rlcficiencics either in chai-ncter or performance of duties must bo brought to the atteplion of ibc otVi* 
reported or either crally or in writing. 

Has This Been Done? What Imfbovement, If Any, Has Been Noted? 



m. a. aevuHaENT FEiHrina orrici 



&3843-1 



(Signature of reporting senior) 
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APPENDIX J 



NAVMC 652-PD 
(Revised 7-SO) 



OFFICER FITNESS REPORT 

U. S. MARINE CORPS 



SECTION A (To be completed by adjutant or unit personnel ojfieer) 



1 : usMC 

(Last name) (First name) (Initial) (Grade) (Service nun>l)cr) 



2. Organization 



3. Primary MOS 



Additional MOS’s 



4. Occasion for report (check appropriate box ) : 

^ Annual □ Detachment of ofiBcer □ 
reported on 



Change of report- 
ing senior 



□ Concurrent 
report 



□ Special (Explain on line 
below) 



6. Period covered: From 



to 



Months 



6. Periods of nonavailability (30 days or more) (Explain) 



7. Duty assignments during period covered: Regular (Dates, descriptive title, and dtity MOS) 



Additional (Descriptive title and number of rrwnths) 



8. Officer’s preference for next assignment (1st choice) 

(2d choice) .1 (3d choice) 

9. Name of reporting senior Grade US.. 

10. Duty assignment — — 

SECTION B (To be completed by reporting senior) 

11. Recommendations for officer’s next duty assignment: 



12. During the period covered by this report; 


Yes 


No 


(a) 


Has the work of this officer been reported on in a com- 
mendatory way? 


□ 


□ 


(b) 


Has the work of this officcu been reported adversely? 


□ 


□ 


(c) 


Was he the subject of any disciplinary action that should 
be included on his record? 


n 


n 



If Ves in (a), (6), or (e), and a report has XOT been 
submitted to the CMC, attach svparnte statemerd of 
nature and attendant circumstnnees. If a report has 
been submitted to the CMC, reference such report befotv: 



13. Entries on this report arc based on (Check opprnpriotc 6o.r); 

□ Daily contact and close □ Frcciucnt strvo lions 

observation of his work of bi.s work 



□ Infrequent observations 
of his work 



14. Remarks: 



irt~-« 2 a‘w-i 
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Appendix J (con’t) 



SECTION C (TV) 6c completed hy reporting aentor) 

DIRECTIONS 

1. This section contains 27 elements on whieh the officer is to be rated. For each element five levels of performanee are defined by «- 

amples. The examples do not eover every possible type of behavior for the element to be rated, but are typical examples of performaace 
at the various levels. < 

2. Read and consider all five levels of performance which are defined for each clement. Determine which level most properly describes 
the officer, and record an “X” in the box above the selected example. Mark the “unknown” box whenever you have insufficient Infor- 
mation to make an evaluation. 

3. Follow this procedure until you have recorded a mark for each of the 27 elements. 



1. PROFICIENCY IN HANDLING ADMINISTRATIVE DETAILS 




I. UNDERSTANDING INSTRUCTIONS: 

□ □ □ □ □ 
Unknown Misuodorstands Instructions. Is slow to grasp Insiructions. Understands Instructions Grasps quickly the main 

wlih a mloimuiD of elab* points of instructions, 

oration. 


□ 

Orasps instructions qnlckly, 
completely, and accurately. 


2. SCHEDUUNG WORK: 

□ □ □ □ □ 

Unknown Schedules work so poorly Makes InefTcrtlve allocations Schedules work so as to cover Schedules work so well that 

that the activities of others of time and effort. the Important phases of all phases of assignments are 

ore hindered. assignments. covered. 


□ 

Distributes time and eflert 
ao that ail phases of asdcis- 
ments are covered in a per* 
ticularly efficient manner. 


3. CHECKING ACCURACY OF WORK: 

□ □ □ □ □ 

Unknown Overlooks numerous serious Overlooks serious errors Overlooks only minorerrors. Overlooks only a few minor 

errors. occasionally. errors. 


□ 

Overlooka no errora. 


1. WRITING LETTERS AND REPORTS: 

□ □ □ □ □ 
Unknown Frequently writes unacoept- Writes acceptable letters or Writes acceptable letters or Writes letters or reports 

able letters or reports. reports only after receiving reports. which are clear and well 

suggestions for extensive expressed, 

revision. 


□ 

Writes superior letters or 
reporU on difficult subjects. 


5. GETTING COOPERATION: 

□ □ □ □ □ 

Unknown .Antagonizes many of those Makes little attempt to get Enlists cooperation In Im- Enlists cooperation in all 

whose support is essential. cooperation. portant phases of his work phases of his work hy deal- 

from those concerned. Ing tactfully with those con- 

cerned. 


□ 

Gets the full and active 
supiKirt of all conoeroed 
through bis tactful and 
persuasive mannar. 


6. PRESENTING HNISHED WORE: 

□ □ □ □ □ 

Unknown Presents work In such dis- Presents work in such form Preseots work in such form Presents work In such form 

organized form that it gives that It gives incomplete that action can be taken. that necessary action Is 

almost no basis for action. basis for action. clearly indicated. 

11. PROFICIENCY IN SUPERVISING PERSONNEL 


□ 

Presents work so organised 
that action can be taken 
quickly and with oonfldenos. 


7. DELEGATING AUTHORITY; 

□ □ □ □ □ 

Unknown Ilesit.ites to delegate Makes overlapping or vague Delegates authority to obtain Delegates authority so well 

necessary authority delegation of authority. adequate efficiency. that efficiency Is assured. 


□ 

Makes clear-cut delegations 
of authority resulting in 
roulmum efficiency. 


8. GIVING ORDERS AND INSTRUCTIONS: 

□ □ □ □ □ 

Unknown Creates resentment hy the Obtains submission to orders Obtains compliance without Achieves willing compliance 

arbitrary monner In which hy his reliance on authority arousing resvntmeut when by considering the self-respect 

he gives orders. alone. giving orders. of subordinates when giving 

orders. 


□ 

Inspires enthusiastic coop- 
eration by the use of tact in 
giving orders. 


9. SUPPORTING ACTIONS OF SUBORDINATES: 

□ □ □ □ □ 

Unknown Disclaims responsibility for Does not support actions Backs up actions taken under Backs up actions taken nnder 

subordinates’ octlnns taken taken under authority that s[>eci(lc authority delegated general authority delegated 

under the authority he has he has delegated to sub- to subordinates. to subordinates, 

delegateil to them. ordinates. 


□ 

Takes responsibility for sub- 
ordinates’ actions even when 
subordinates exceed authority 
delegated to them. 


10. DEVELOPING TEAMWORK: 

□ □ □ □ □ 

Unknown Neglects to develop cooper- Makes little effort to develop Develops adequate coopera- Develops good teamwork 

atloo and leatiiwork among cooperation and te.imwork lion and teamwork among which results In an effective 

bis subordinates. among hb subordinates. his subordinates. orgaulzatlon. 


□ 

Develops outstanding team- 
work which results in mail- 
mum effectiveness. 



I«— «323«'l 
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Appendix J (con’t) 



II. MAINTAINING RELATIONS WITH SUBORDINATES: 








□ 

Unknown 


□ 

Falls to maintain dlsdplioe 
■nd tbe respect due an ofQcer 
In his position because ol 
undue familiarity with sub- 
ordinates. 


□ 

Malntolns discipline end tbe 
respect due an officer in bis 
position with difficulty be- 
cause of undue fomiliarity 
wltb subordinates. 


□ 

Maintalos friendly relations 
with subordin.ites without 
loss of discipline or the 
respect due his position. 


□ 

Associates with subordinates 
In B manner which insures 
the resi»ect due him lu a 
sui>erior officer. 


□ 

Attains ■ high level of die- 
cipline and resiwet rrom mK- 
ordloales through his 
friendly but dlgnlOed eoi>. 
duct toward them. 


III. PRDFICIENCY IN PLANNING AND DIRECTING ACTIDN 


12. SOL\TNG PROBLEMS: 










□ 

Unknown 


□ 

Falls to solve problems com- 
moaly encountered In bis 
work. 


□ 

Makes inadequate solutions 
to problems be could reason- 
ably be expected to bandla 
successfully. 


□ 

Solves day-to-day problems 
by making use of existing 
resonroes. 


□ 

Solves difficult problems by 
making adaptations of exist- 
ing resources. 


□ 

Solves very unu.nial peniv 
lems by Ingenious pcooedori!*. 



13. PREPARING PLANS: 

□ □ □ □ □ □ 

t'nkDown Pwparfs Jnodequate plena. Preperes plans based on only Prepares adequate plans Prepares thoroiigh plens Prepares highly elTecUve 

obvions factors. empbasizlog the obvious based on an understanding of plans based on a thorough 

fectors. all factors. analysis of all factors. 



II. TAKING PROMPT ACTION: 



□ □ 

Unknown Falls to act when decisions 
are needed. 



□ 

Hesitates or puts of! making 
needed decisions. 



□ 

Usually takes accessary ae* 
tion with a minimum o( delay. 



□ 

Consistently takes prompt 
action to moot established needs. 



□ 

Takes prompt action In un- 
usual or complicated situa- 
tions. 



IS. MAKING CORRECT DECISIONS: 

□ □ 

Unknown Frequently makes unsound 
or questionable decisions. 



□ □ □ □ 

Occasionally makes question- Usually makes adequate Usually makes good decisions Makes excellent decisions 

able decisious. decisions based on reasonatde showing sound eveluations ol which exactly fit all the 

interpretation of facts. oil the factors involved. factors involved. 



16. MAKING FORCEFUL EFFORTS: 

□ □ □ □ □ 

Unknown Shows no vigor and force in Exhibits little vigor and force Usually vigorous end furcefnl Pursues objectives of the or- 
bis elTorts to achieve objec in his efforts to achieve in his efforts to achieve ganizat ion with vigor ond 

lives. objectives. objectives. force. 



□ 

Makes extremely vigorous 
an<l forceful efforts to eeltieva 
otijectives. 



17. ABSORBING MATERIALS: 

□ □ □ 

Unknown Delays operations because of .\chlevcs inadequate results 
slowness in absorbing facts. because of slow learning. 



□ 

Learns rapidly enough to do 
his job in an acceptable 
manner. 



□ 

Achieves gooi! results because 
of ca|)ari(y to learn involved 
materials rapidly. 



□ 

Achieves esoe|>(iona1 results 
because ol his unusual 
ability to learn. 



IV. ACCEPTANCE OF INDIVIDUAL RESPONSIBILITY 



18. CARRYING OUT ORDERS AND DIRECTIVES: 

□ □ □ 

Unknown Frequently delays compliance Sometimes delays compliance 
with orders and directives. with orders end directives. 



□ 

Carries out orders ami 
directives without undue 
delay. 



□ 

Carries out orders and 
directives promptly. 



□ 

Carries onl promptly and 
effectively the spirit aod 
iotent ol orders and 
directives. 



19. COOPERATING WITH ASSOCIATES; 

□ □ □ □ □ □ 

Unknown Cooperates grudgingly with Gives assistance to associates Cooperale.s willingly with Voluntaril) as.sist5 n.ssociates Is alert to offer assl.xtaoce to 

associates. when requested to do so. associates when cnllcd upon. when help is required. associates w lieo help is 

needed. 



20. ATTENDING TO DUTY: 

□ □ □ 

Unknown Requires constant super vi- Works Just hard enough to 
Sion to kce(> his atlontion get hy. 

on his assigned «biiio5. 



□ 

Shows acceptable industry in 
bis work. 



□ 

Works hani and willingly to 
achieve ol»jcci ives. 



□ 

Docs extra work voluntarily 
in onler to achieve 
objectives. 



21. MAINTAINING MILITARY APPEARANCE: 

□ □ □ . 

Unknown .Appcarnniv ainl bearing .\ppearance nod he-aring 

Interfere with bis effective- detract somew hat Irom his 

ness effectiveness. 



□ □ □ 

Presents a good tipiwir.mte .» ppoaranee uikI bo-iring .\|»re.nriinn' *m<l t>cariog 

nnd bearing. create a di.-tincily f iv« r.il lc liivpire n high ilccrcc of 

impression conrulenee. 



22 CONFORMING TO STANDARDS OF PERSONAL CONDUCT: 

□ □ □ 

Unknown Reduces hisclOciency or dis- D<h-s n.<i uttain Ids full 

crc<iits the service by mincon- clllcicncy because of occasional 
formanee to accepted si and- laxity in his iiersonnl cooilnct. 

.:rds of i>erson.d conduct. 



■-J 

Foll.iws . • t. rl 

in his u >1 (.vijdiict. 



Ll □ 

AT.dnt lips ? ' -• ' ird< in I- n ili.-llnct credit to llie 

hi.< per.sou d com.uet. stTviis' by maitit iioiog cxcei»- 

• im ill’/ I : -It iiol'trds of 
;<i-i • l< • **nl. 



23. HANDLING PUBLIC RELATIONS: 

□ □ □ . 
Unknown Handles public relations in Overlooks o|>portunltics to 
such a manner as to cre;ite lurlher good public rel i . • 
onlagonism. 



□ □ □ 

In h.an.llin'j luibllc relntbits l.s al.'rt to opporlimllliS to (. realoopiMThiniMrs to 

u.siially creates a f.iv >'r.*l)le further gmid (oil ;ic rclallona. advatuc !»• i i.if.-r. .ts «.f 

impression. M‘rvl«v. 



w-i 
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Appendix J (con't) 



V. PROFICIENCY IN OUTY ASSIGNMENTS 



24. APPLYING TRAINING ANI> INFORMATION: 








□ 

nnknovrn 


□ 

Make.* serious mistakes in 
nppiylnK rundamnotaU of 
his training. 


□ 

Makes aoeeptahte nppliratinn 
o{ his training and information 
only to routine probiems. 


□ 

Makes ncceplablo application 
of his training and luformotioo 
to most problems. 


□ 

Makes skilled eppiication of 
bb training an<i information 
to most problems. 


□ 

Demonstrates an unusually 
high degree of skill in apply* 
ing hb training and informa* 
tion to all problems. 


25. IMPROVING EFFECTIVENESS: 










□ 

UoknowD 


□ 

Overlooks opportunities 
ofTered him to improve his 
elfectiveness. 


□ 

Makes limited efTort to 
improve his efTcctivcness. 


□ 

Accepts opportunities to 
improve bis edoctlveness. 


□ 

Is alert to opportunities to 
improve bis ellectiveness. 


□ 

Actively seeks out opportu* 
Qlttes to Iraprovft bis 
effectiveness. 


2ii. PROFICIENCY IN REGULAR DUTIES: 








□ 

Unknown 


□ 

Performs inndonuntely In 
many phases of his ruguliir 
dutics. 


□ 

Performs adequately In routine 
phases of his regular duties. 


□ 

Performs adequately in dealing 
with all problems encountered 
in his regular duties. 


□ 

Performs excellently in all 
phases of Ills regular duttes. 


□ 

Does exceptional work even 
in the most difficult phases 
of hb regular duties. 


27. PROFICIENCY IN ADDITIONAL DUTIES: 








□ 

Unknown 


□ 

Performs ioadeouately In 
many phases of bis additional 
dll Ilea. 


□ 

Performs adequately in routine 
pho.<ses of his additional dulies. 


□ 

Performs ailequately in dealing 
with all problems encountcre>d 
hi his additional duties. 


□ 

Performs excellently in all 
phases of bis additional duties 


n 

Does exceptional work even 
in the most dilbcult phases of 
hb additional duties. 



SECTION D (To be used by reporting senior, when appropriate) 

Record here any comments necessary to clarify specific ratings made in Section C 






SECTION E {To be 'completed by reporting senior) 

I CERTIFY that to the best of my knowledge and belief all entries made hereon are true and without prejudice or partiality. 



(81gn«tare of reporting senior) 



SECTION F (To be completed by officer reported on) 
I have seen this completed report: 



(Check one) 



Q I have no statement to make. 
□ I have attached a statement. 






(SigiuUare of offlioer reported on) (Dnte) 

SECTION G (To be completed by revietping officer) 

Name of reviewing officer. Grade USMC 

Duty assignment — Initia ls 

u. M. eovtaiiBiiiT raiHriMs orricc 1ft— ‘e22Se-t 
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APPENDIX K 



CMICP AMO n*KT CLAftt POTV omcn 
CVAUJATtOM AHCST 






I 



RMOO OF 0KERVA710N OOVOKD 

TO 



exHMTION OF ENUSTIKPOr 



SMF OR STATION 



ABIUTT TO UNDERSTAND 
msTRUcnoNS 

• 


Cannot ■•■m tei ioUow 
Inatnictlaas, no mottw 
how simple. 


Understands only 
simple Instructions. 
GrapM along whan In 


Grasps main points of 
most instructions. Hesl- 
totes to ask tor clarlfl- 
ootion. 


Corrs>ctly Interprets 
rather diHumlt instrui^ 
lions. Asks qiiestions 
when in doubt 


Ursderslands oU 
structtona, needs M 
help. 




1 1 1 


1 1 1 


r 1 I 


I 1 1 


1 1 1~“ 


ABILITY TO SOLVE 
PROBLEMS 


Connot solve prc^lems. 


Solvee simple problems. 


Solvee everydbjr prob- 
lems rapidly. &>lTee o 
few of the more difficult 
problems. 


Solvee most problems. 


Solves ony preblsM 


Avoids all problems. 


Stumned by routine 
problems. 


and often solvee very 
difficult problems. 


rapi^y. 




~T n 1 


1 1 1 


1 i 1 


1 1 r~ 


1 1 r 




Work shows oo oryoni- 
sattoD or planning. 


Can think at only one 
Job at a time. 


With occasional help 
In plonoing, work is 
orderly. 




All work Is weOplannad 
and organised. 


ORGANIZE WORK 


Work is generally well* 
onxinged ond usually 
good plonntog Is 
shown. 




1 1 1 


1 1 1 


1 1 1 


1 1 1 


1 — 1 — 


INDUSTRY 


Lost, hides out, "oold 
bilcKst'', dock watcher. 

% 


Often loafs on the Job 
or wostea time, ocoo- 
slonaUy ducks out or 
ovolds extra work. 


Usuolly on the job, 
does his shore, resents 
doing .other's work. 


Does more than his 
shore, works hard, a 
plugger. 


Extremely energetio. 
tireless, ^clently et>- 
thusiastlc, hill of pep. 




1 1 1 


.1 1 1 


1 1 r~ 


1 1 1 


I 1 1 


RELIABILITY; INCLUStNG 
RESPONSIBIUTY 


Utterly uorelloble, 
usually in some trouble. 


Needs to be wotched, 
often gets out of line. 


Means well, but re- 
quires guidance. 


Steady; usually de- 
pendoble, ocnscieo- 
tious. 


Completely relloble, 
needs oo supervision. 


/ 


1 1 1 


1 - 1 


1 1 1 


1 ■"!' "1""" 


1 1 1 ■” 


■■ f 1 












BASIC TECHNICAL 
KNOWLEDGE AND 
BACKGROUND 


Requires continued ae- 
slstanae. Entirely over* 
rated. 


Deficiency mokes pree- 
ent duties difficult 


Sufficient to pertorm 
satlsfoctortly in his 
present rate. 


More than sufficient tor 
preeent rote, ready for 
advancement 


Hos more than enough 
to serve as L. D. O. or 
W.O. 


i 


I 1 ! 


1 I I 


1 1 1 


1 1 1 


1 1 1 


ABILITY TO APPLY 
TECHNICAL KNOWL- 
EDGE 


Never uses whot tech- 
nical knowledge he 
bos. 


Often misses o chonoe 
to put his technical 
knowledge into use. 


Uses technical knowl- 
edge only in routine 
situations. 


Mokes good use of 
general principles in 
most situobons. 


Mokee moximum use of 
technical knowledge In 
oU situations. 




1 1 1 


1 1 1 


1 1 1 


1 1 1 


1 1 "I 


EFFORT TO INCREASE 
BOTH KNOWLEDGE AND 
TECHNICAL ABILITY 


Does cot core, or try to 
Improve. 


Misses many chances 
to learn. 


Accepts but does not 
seek opportunities to 
leom. 


Alert to any opportu- 
nity to Improve. 


Eoger to improve. 
Alwovs seeking more 
knowledge. 




1 1 1 


1 1 1 


1 1 1 


1 1 1 


1 1 1 














HUMAN UNDERSTANDING 


Just cannot get along 
with people. 


Doesn't understand o 
lot of his ossociotes, 
not very well liked. 


Gets olong with most 
people. 


Understonds people, 
very oonsiderato, and 
gets olong well. 


Shows keen understand- 
Ing of fellow men. Is 
liked by everyone. 




1 1 1 


.. J .. .1. _J _ 


II! 


1 1 1 


1 1 1 


ABILITY TO PROPERLY 
DEUGATE RESPONSl- 
BIUTY AND AUTHORITY 


Never delegates re- 
sponsibility or authority 
properly. 


Needs ossistonoe in 
delegating responsi- 
bility and outhority. 


Delegatee responsibill^ 
ond ovithority with 
limited effectiveness. 


Mokes good use of per- 
sonnel. effectively oeie- 
go les responsibibty ond 
outhority. 


Always delegates au- 
thority and rasponsl* 
blllty most effectively. 




1 1 1 


1 r r 


^ 1 ^ 


1 1 1 


! 1 i 


INITIATIVE 


Requires detolled 
oniers and supervision. 
Shortsighted. 


Seldom hos on idea. 
Alwovs looks to super- 
visor lor guldonce. 


Mokes occasional sug- 
gestions. Works out 
own detoils. 


Siibroils numerous ideos 
lor opprovol. Acts in 
an emergency without 
IturtructioTU. 


Originates well thought 
out ideas, goes ahead 
on his own, exhibits 
foresight. 




I '1 1 ■■ 


1 n 1 


1 1 1 


1 1 1 


] \ I 


TEACHING OR INSTRUC- 
TIONAL ABIUTY 


Bores and confuses 
everyone. 


Ocoasionnlly confusing, 
creates little interest 
locks background. 


Generally interesting 
but unable to simplify 
complex moieriol. 


Interesting, oood pres- 
entation. well Informed. 


Creates high interest 
presents mateilol verv 
clearly: hos thorxmgn 
knowledge of moteriol. 




1 1 1 


i I i~d 


1 1 r 


1 1 1 




ABILITY TO BUILD OR 
MAINTAIN HIGH MORALE 


Destroys roorole, cre- 
oles confusion and dis- 
content 


Allows spirit to fall off. 
Men oripe and disre- 
gard nis Instructions. 


Con mointoln but sel- 
dom raises morale, 
men follow willingly. 


Develops o good 
"loom'' feeling, gener- 
otes enthuslosm. 


Insptree highest mocxsle. 
Is on outstanding all- 
round leader. 




^ 1 1 


1 ^ — T~ 


1 1 i 


1 1 1 


1 1 1 


EXEMPLARY CONDUCT 


Leads others into 
trouble, a oonbnuol 
disciplinary problem. 


Often in trouble, o 
poor exomple but not 
a “ring Icoder". 


Seldom in trouble, 
minor difficulties only. 


Sets o good example, 
observes regulotioru, 
maintains good record. 


Sets an excellent ex- 
ompte of conduct lor 
oU men. 




1 1 1 


1 1 — T~ 


1 1 1 


1 1 1 


1 1 1 


PERSEVERANCE 


Readily obondons or 
evodes any but the 
most simple Jobe. 


Sticks to o difficult tosk 
only under compulsion. 


Ordinarily patient ond 
persistent aisoouraged 
by tough problems. 


Determined, seldom 
distracted. 


Never gives up, re- 
gardl«Ms of diffic^ty or 
complexity of assign- 
ment. 




1 1 1 


^ \ ^ 


1 r~i 


1 1 1 


1 1 1 


MILITARY APPEARANCE 


Sloppy, uokempt, 
slouches. 


Weors uniform im- 
properly. nonregulo- 
tion, careless posture. 


Presents good oppear- 
once on scheduled tn- 
spectioru. 


Oeon cut neat good 
posture. 


Wears unltorm with 
graot pride, fine mili- 
tary bMring. 




i \ 1 


^ 1 ^ 


1 1 i : 


Ill' 


1 I 1 


NAME (LoiO 


(Firtt) 


iMiddU) 


RATE AND RATIN6 


SERVKZ Na 
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Appendix K (con't) 



INSTRUCTIONS'. Tlv.ihuit !■ >T h'*vj1 1 <•' ‘.iji >n i;i n< . ,i uld > lir • m 1 ii|Mn arli;')!, oltxcrvo<l 

j .'rifTm 'ihv. Tlx- r.* x xi on.* f.-ail .xliuuld n-'t m;lu' i.. i- ilu- n..*.k . .<-n m iiualtfr ir.xt. 

M n . in »)o «.xp< ixl In \,iry in strcnrth from om- iruil lo am.ih.-r. C«m|>li'tc and lar.ful 
..lix ••viition sliouM si-ppnrf a mnrk in each one of the FiaU-cn lu«led trail!*. 

The f.iH.iwinp ix i; t« f* . 'l-p prom dnn f«.r 'hix form; 

1. < »h.- hrs<t Irail lisled in the lift enlumn. 

2. Ki a.l 1 1 , 1 ' (it .-.crij.l i\ lislctl to ihc rii'lit of llu. trait. 

;J. De.-i.ie winch (»f thexe d.-;.Tititivc phr.fix lifst drsrrihr;* ihr individii.a). 

.t. Mark the indlvidti.al in one of tU,' hoxes uinler the maxt .'illiiic dc.xrriittive phrsixe. / 

a. Tlie.M' 'inxes 'nn from the le.xxt favnralde at the left, to the must f.-ivorahle at the n(;ht. 

&. Jlep- -it lliis Slime procedure for eacli of the listed trail-, U.s iniij; in mind that cadi trait should be con.siderrd 
p-uuu'lj arnl that the mark in one trait •hoirin ii,>t iidliienee ihe marl; in another truit. Also keep In mind 
'll,..' (he majority of personnel ran be expeeti d to lit into the middle or avorajte category. 

C. No'w in the ppaee indieated in the lower half of the batk page, make a brief <s»mment describins any Rencral 
iinpre »ien!« yoli hav(‘ of the individual; indicate the degree to which yon feel the indivi(|ual in qualified for 
ofliei r Stains; indicate your recommendation regarding recnlistmrnt. Jf Ihi.s recommendation is negative, 
ineluih* reasons in eomments. If the individual has outstanding ability in some technical specialty so state and 
identify the specialty. 



g 'nMHC.MI . I ' 't U-. I. SMfJa 



n.,c. n n n COOD 



□ 



FXCELLFNT 



n 



OUTSTANDING 



I HtLO«. r.M0LU FOR PHuMOIlON lO 
I ' I CPO n wo 



n too 



RECOMMENDED FDR REENLISTMENT 



n YES D I 



<tCUTIO,N or RerORTlNG OH ICtR 



I SIGNATURE. RANK AND FILE NUKBCR OF RLPORIISG OFFICER 



.. orrict itf- .'.llvVj-l 



REPORT PERS—«-7T 
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APPENDIX L 



SAMPLE PRECEPT CONVENING A SELECTION BOARD 
APPOINTED TO SELECT LINE OFFICERS FOR PROMOTION 

TO REAR ADMIRAL 

Pronu The Secretary of the Navy 

Tox Adalral 

Subjx Precept convening a selection board for the re- 

conmendatlon of officers of the line of Navy on 
active duty for teiapoi*ary promotion to the grade 
of rear admiral 

1. A selection board is hereby appointed, consisting of 
yoiorself as president and the following additional and alter- 
nate members, viz: 



Shall act only upon the cases of officers not restricted by 
law In the performance of duty and officers designated for 

special duty; shall act only upon the 

cases of officers designated for engineering duty; and 

shall act only upon the cases of officers 

designated for aeronautical engineering duty. 

2. will act as recorder. 

3. The Board Is hereby ordex*ed to convene at the Navy De- 
partment, Washington, D. C., on at ten o'clock 

a.m., or as soon thereafter as may be practicable. 

4. The Chief of Naval Personnel, acting for the Secretary 
of the Navy, shall furnish the board with the names and re- 
cords of all line officers eligible for consideration for 
temporary promotion to the grade of rear admiral; and with 
the names of all eligible officers not restricted by law In 
the performance of duty who are In the promotion zone In the 
grade under consideration for temporary promotion. 

5. PrOTi among those officers not restricted by law In the 

perfoi*aance of duty who are eligible fer eonslderation for 
temporary promotion to the grade of rear admiral, the board 
may recommend officers. Officers holding perman- 

ent appointments In the Regular Wavy who are recommended for 
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teoporary proaotlon by the board shall ba stieaa officers 
when It considers best fitted for such teaporary promotion; 
officers net holdlag peraanent appolntsMnts In the Regular 
Navy who are recomended for t«aporary proaotlon by the 
board shall be those officers whoe It considers qualified 
for continued active duty. 

6. Prom OBong those officers designated for engineering 

duty who are eligible for consideration for taaporary pro- 
motion to the grade of rear admiral, the board may recom- 
mend From among thoso officers de- 

signated for aeronautical engineering duty who ax'e eligible 
for consideration for temporary promotion to the grade of 

rear admiral , the board may reoonnend 

From among those officers designated for special duty who 
are eligible for temporary promotion to the grade of rear 
admiral, the board may recOTmend Of- 

ficers who are designated for engineering duty, aeronautic- 
al engineering duty or special duty who are reccesaended for 
temporary promotion by the beard shall be those officers 
whom It considers best fitted for such temporary promotion, 
based upon their comparative fitness, within such categor- 
ies, for the duties prescribed for them by law. 

7. No officer shall be recorasended by the board for con- 
tinuation on the aetlve list. 

8. In order to Insure correct interpretation of aedloal 
records, the board may avail Itself of the testimony of the 
Surgeon General of tlic Havy or of such other medical experts 
in the Navy as it may desire. 

9. The following oath or affirmation shall be administered 
to the recorder by the president of the board: 

"You, - - -, do solemnly swear (or affirm) that 
you will keep a true record of the proceeding 
of this board." 

The following eath or afflrsiatlon shall then be administered 
by the recorder to the members of the board: 

"You, and each of you, do solemnly swear (or af- 
firm) that you will, without prejudice or parti- 
ality, and having in view both the special fitness 
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The recomraendatlons of the board shall be regarded by the 
Biembers of the board and by the recorder as confidential 
until approved by the President, Upon coapletlon of Its 
proceedings, but not before ten (10) full days have elapsed, 
the board shall forward the record of its proceedings to 
the Judge Advocate General of the Navy. 



A/ 



(Secretary of the Navy) 
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